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ABSTRACT  
Amount of internal and external data available for companies is increasing constantly. The 
data has the opportunity at best to influence and guide companies in to more justified 
decision-making. By accepting that the amount of data and information as well as ways to 
analyze it will become more common and efficient in the future, companies have the 
opportunity to understand their businesses more profoundly and leverage the existing 
resources to another level. Essentially, increased amount of data and analyze capabilities 
will decrease the amount of uncertainty from decision making. 
 
This research examines the use of financial data in the strategic decision-making process. 
The research itself is conducted as a case study within a single large stock exchange listed 
company. The key questions of this research are the role of available financial data for 
strategic decision-making as well as the role of business intelligence in the context of the 
strategic decision-making. The research has five main categories that are linked to each 
other: Management control systems, objectives and goals, business intelligence, data 
sources and strategic decision-making. Strategic decision-making is the controlling theme, 
which is impacted by the rest of the topics in this research. The main findings reveal that 
there is no formal process in place at the case company for strategic decision-making but 
different type of internal and external data is utilized to a large extent. 
______________________________________________________________________ 
KEYWORDS: Strategic decision-making, BI, Data sources, Case study  
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1. INTRODUCTION 
 
 
Competitive edge is something that companies either try to achieve or maintain in the 
industry where they operate. Competitive edge is a requirement for any company to be 
successful and to ensure continuity. The variables that influence competitive edge have 
been researched by academics as well as companies thoroughly. One of the most well-
known model to determine industry attractiveness and company position in relation to the 
competition is the five forces model created by Porter (2008). These forces that Porter 
(2008) introduced are still valid and can offer significant insights about positioning to any 
company. However, when doing the analysis certain variables such as digitalization need to 
be taken into account. Hence, evaluation of these forces need to be done more thoroughly, 
extensively and in some cases, completely from other perspective. (Porter 2008: 78 – 79; 
Ramakrishnan, Jones & Sidorova 2012: 486.) 
 
Due to the digitalization, the amount of data internally and externally available for 
companies to be utilized have grown exponentially during the past years. Answer for how 
the companies are able analyze and take advantage of the data available are in business 
intelligence solutions. Aim of the business intelligence is to capture and combine the 
relevant data and offer possible new insights for the company executives to consider in 
their strategic decision-making process. By utilizing this information, the company 
executives have a possibility to base their strategic decision on more concrete and specific 
data rather than just intuition or estimates. Whether the business intelligence solutions have 
the opportunity to offer new insights and in-depth analysis for top management to take 
advantage of the reliability and validity of the data itself need to be evaluated and taken in 
to account in the strategic decision-making process. (Ramakrishnan et al. 2012: 486 – 487; 
Rouibah & Ould-ali 2002: 133 – 134.) 
 
In order for the companies to strive in their competitive operating environment they need to 
be able to exploit the data available. Decision support systems are in the core when 
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evaluating to what extent the top management is able to take advantage of the internal and 
external data (Lau, Ning, Ip & Choy 2004: 771). These systems are part of overall business 
intelligence solutions in companies and their main purpose is to provide access for the 
strategic decision-makers to all significant data and possible models to help shape data in 
more understandable and supportive form. Decision support systems are present throughout 
the whole strategic decision-making process and they can be utilized in various way in 
different phases of the strategic decision-making. Due to the increase in the availability of 
data decision support systems have become more popular among companies and more 
importantly user friendliness and efficiency have increased significantly mainly because of 
technological developments and the demand. (Fazlollahi, Parikh & Verma 1997: 297 – 298; 
Moreau 2006: 593 – 594.) 
 
Digitalization and the changes that it will bring alongside are the future trends. Terms such 
as business intelligence, big data and internet of things are key entities and terms to be 
managed and taken advantage of by companies that want to be successful. Drivers of 
digitalization are connected to basically everything from countries managing the ageing 
population structure to economic crisis and achieving environmental sustainability. The 
change that this megatrend is causing for companies as well as countries and individuals is 
slow but it is moving forward steadily. Companies need to acknowledge this change and 
take advantage of it. Also, they need to be aware of it as digitalization will force some 
companies to restructure their whole business model if they do not adapt to the ongoing 
development. The megatrend digitalization from companies point of view can be seen 
either as an opportunity or as a threat. If the company perceives digitalization as a threat 
they need make strategical changes so that it will offer opportunities rather than threats. 
(Manninen, Brandt, Kallionpää & Lepola 2015: 22 – 23, 32 - 39.) 
 
1.1. Aim and research questions 
 
The aim and objective of this research and study is to investigate the connection between 
business intelligence and strategic decision-making in a company. The focus will be on top 
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management level of the company as the strategic decisions made on highest possible level 
in company hierarchy has the most impact on the whole company. This causes the research 
to be quite practical so in addition to business intelligence and strategic decision-making 
approaches strategy-as-practice aspect is also included in the theoretical review part. To 
guide the research and to ensure that the analysis will be narrow and in depth the two 
research questions below are formulated. Their main objective is to ensure that the research 
does not become too broad and as well give structure for the whole study. 
 
 RQ 1.  How company’s top management utilize internal financial data in strategic 
  decision-making? 
 RQ 2. What are the main information sources of financial data and what is the role 
  of business intelligence solutions in providing and managing the available 
  data?  
 
In order to be able to provide answer for the two research questions above extensive 
research and in depth knowledge is required. The three different approaches present in this 
study need to be understood and absorbed thoroughly to give comprehensive answers to the 
research questions presented. In addition, to understanding the connection between business 
intelligence and strategic decision-making another objective of this thesis will be 
determining the quality of the data compounded internally in the company. Also, internal 
information sources will be evaluated and hopefully there is something that could be 
offered for the case company as a point of development that would eventually benefit all 
parties involved in the process.       
 
1.2. Justification for the project 
 
Strategy as a term has been defined as early as 1960s by Chandler (1962) and Ansoff 
(1965) and although there is no definite definition available for strategy the term is still 
present. Strategy and the definition of it has been evolving during the past decades 
according to the environment prevailing. There is a lot of literature available regarding 
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strategy and strategic decision-making in companies and the recent publications are 
offering new insights and viewpoints of what is strategy and how companies can try to 
utilize the theories available to be more successful. When adding the business intelligence 
aspect to strategy and strategic decision-making it forces the analysis to be in depth as it is 
only one aspect that supports strategic decision-making.  
 
Strategic decision-making and business intelligence are overlapping or complementary 
functions internally in any company. Additionally, strategic processes and business 
intelligence solutions are unique to some extent in companies, which ensures that the 
empirical section of this research is guaranteed to be unique and also contain valuable 
information for the case company. Also, this research topic combines the technological 
solutions, capability of the management team to utilize this data and efficiency of 
information retrieval and processing on organizational level. Moreover, it could be argued 
that articles published in different databases that encompass strategic decision-making and 
business intelligence are scarce. The above establishes the justification for the research 
topic in great detail and pinpoints that there is a demand for this kind of research. 
 
Another supporting aspect for this research topic is the megatrend digitalization. Every 
company needs to take into account digitalization when making their strategic plans as the 
influence and possible impacts can be significant. Digitalization will also be offering new 
opportunities to expand and develop businesses into completely new directions. The 
digitalization as a driver gives this research topic the future aspect as the business 
intelligence will be benefitting from the constantly more and more digitalized environment 
that provide data for business intelligence solutions to analyze. This data can be then used 
by the company to be more effective and efficient, which should result in success. 
 
1.3. The structure of the study   
 
The whole project is divided into total of five separate chapters. These chapters are aligned 
in the logical order to ensure and maximize the understandability of the study and to make 
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it easy to follow. First chapter introduces the topic and gives broad background regarding 
the foundation of the study. Also, research questions and the objectives of this study are 
presented in the first chapter. Finally, the justification or research gap is stated to justify 
why this kind of study had been decided to done. Second chapter aims to explain the 
theoretical aspect of this study. This study will have three main paradigms in it that will be 
utilized collaboratively to find answers for the research questions. The three paradigms are: 
strategic decision-making processes in top management, business intelligence and strategy-
as-practice. At the end of the theoretical review chapter a framework combining these three 
paradigms is presented. 
 
Third chapter concentrates solely on the research methodology. Research methodology 
consists from research approach and design that explain what are the methodological 
choices made in order to carry out the empirical part of this study. Also, the data collection 
process and the reliability and validity of the data will be discussed in the third chapter of 
this thesis. Fourth chapter is reserved for the empirical findings from the conducted 
interviews in the case company. These results are analyzed and discussed in depth in this 
chapter. Fifth and the final chapter aims to give answers to the original research questions. 
Also, the objective is to summarize the main point of the whole study and highlight 
managerial implications found out. Additionally, theoretical implications and suggestions 
for future studies regarding this type of study are highlighted in the final chapter of this 
study.  
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2. THEORETICAL REVIEW 
 
 
Before diving into the main topics of this thesis the term strategy need to be defined. 
According to Collis and Rukstad (2008: 84) strategy of a corporation should be able to 
clearly communicate to any external and internal stakeholders the objectives, scope and 
advantage of the company or corporation. Basically, this translates into having clear goals 
that need to be achieved in a fixed period of time by exploiting specific assets. Also, 
strategy should state the advantage clearly that will ensure that the company will reach its 
objectives and goals. Moreover, the dimensions where the company operates should be 
specified separately for example physical location or market (Collins et al. 2008: 84). 
 
There are several definitions available for the term strategy but essentially the target of the 
term is to answer two different questions. Firstly: Where does the company want to go? and 
secondly: How they want to get there? Most often boardrooms recognize only the first 
question and when formulating strategy, they concentrate on answering that one only. Top 
management and the board of directors should realize that even if the goal or objective is 
constant there might more than one possible alternative how to achieve it. Also, the other 
alternatives might offer other benefits or advantages that the original method chosen does 
not offer. (Eisenhardt 1999: 65 – 66.) 
 
Eisenhardt (1999: 66) states that for the company to be able to reach it goals and objectives 
it is vital that the strategic decision-making process is managed efficiently. The strategic 
decision-making process need to be able to produce high-quality and fast decisions on 
frequent basis. The whole strategic decision-making process is the foundation for any 
company to be able to reach the goals and objectives defined in the corporate level strategy 
(Eisenhardt 1999: 66). For the company to be able to maintain the high level of strategic 
decision making internal and external information plays crucial part. The information used 
as a basis of the strategic decisions need to be valid, reliable and represent the present 
moment as well as possible (Molloy & Schwenk 1995: 301). 
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Jarzabkowski & Kaplan (2014: 537) states that when top management is engaging the 
strategic decision-making they utilize specific set of strategic tools to support and justify 
their decision-making logic. Strategy-as-practice approach aims to elaborate how and to 
what the practitioners i.e. the companies and individuals are utilizing the different strategic 
tools at their disposal to support and justify their strategic decisions made (Jarzabkowski et 
al. 2014: 537 – 538). Spee & Jarzabkowski (2009: 223) state that it is important to establish 
knowledge how companies are taking advantage of different strategic tools at their disposal 
as it could offer new insights for the academics as well as practitioners. New insights could 
for example reveal more efficient use of tools available, which could offer benefits to 
different stakeholders (Spee et al. 2009: 223).     
 
 
Figure 1. Relation between strategy, decision-making and business intelligence. 
 
Figure 1. above illustrates the relationship between the main topics of this thesis. Basically, 
the corporate strategy is at the heart of everything. There are several definitions for strategy 
available as the earlier paragraphs stated. However, in the figure 1. the key drivers are the 
objectives and goals defined by the strategy. Rest of the picture elaborates how the actual 
goals and objectives are reached. Business intelligence can be seen as a background 
function for the rest of the strategic decision-making activities. Business intelligence 
provides the logical, numerical and objective support for the top management to support 
them in their decision-making and to give justification for the strategic decisions. 
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2.1. Defining the key concepts 
 
In this chapter, there will be presented definitions of the main theoretical approaches and 
concepts that are used as a basis for the theoretical review. Defining the main concepts and 
approached thoroughly will help to understand the relation between them. This connection 
is significant to establish to be able to answer the previously presented research questions 
as well as establish a compatible point of view from the theories available. Also, the main 
theoretical approaches will be occurring throughout the thesis, which also justifies defining 
them thoroughly to avoid any confusion and making sure that the reader knows the relevant 
terminology. 
 
The main theoretical approaches dealt in the theoretical review section of this thesis are: 
Strategic decision-making, Business intelligence and Strategy-as-practice. By defining 
these three and highlighting their relation to each other answers to the research questions 
will be found. Strategic decision-making is treated as a driver for the organization for it to 
reach the targets set by the corporate strategy. Business intelligence speaks about the 
foundation of the actual strategic decision-making from information point of view. The 
basis of strategic decision-making should lie on factual internal and external information 
provided by different business intelligence solutions for the top management to take 
advantage of. 
 
2.1.1. Strategic decision-making 
 
Eisenhardt (2013: 805 – 806) states reasons why some companies are more successful than 
other can be explained through corporate strategy and strategical choices made by the top 
management of the company. Eisenhardt (2013: 806) especially highlights the importance 
of having capable top management team that is aware of the direction to which the 
company is headed and knows when to execute correct strategical moves to be successful. 
In the past the discussion has been around three different generic strategies that companies 
need to choose from. These generic strategies have traditionally been differentiation from 
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competition, cost leadership or focusing efforts and only pursuing one strategy at time. 
However, due to the several technological advancements companies are no longer obligated 
to choose from generic strategies. Companies have several different options at their 
disposal, which allow more flexibility and freedom. This has increased the importance of 
strategic decision-making in companies significantly. The pressure is on top management to 
establish strategic processes corresponding today’s competitive environment and to make 
the correct strategic choices. (Schwenk 1995: 471 – 475.) 
 
Strategic decision-making in companies can be seen as a joint effort of several different 
functions with clearly defined goals and objectives in sight. The strategic decision-making 
procedure itself aims to reach these pre-determined goals and objectives by steering the 
company into desired direction (Rusjan 2005: 246). Usually the goals and objectives are 
determined by the overall corporate strategy. The strategic decisions made in the top 
management or board of directors’ level usually carry an impact throughout the company 
and they affect different functions internally in the company. Due to the vast impact 
possibilities, all the important factors need to be accounted for before making or 
implementing new strategic decisions or guidelines. (Rusjan 2005: 246, Shepherd & Rudd: 
2014: 340 – 341.)  
 
 
 
 
Figure 2. Factors affecting strategic decision-making (adapted from Shepherd et al. 2014). 
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Figure 2. above has been adapted from article by Shepherd et al. (2014) but it also has 
implications from other authors as well. The aim of the figure is to give initial structure 
from what the strategic decision-making is consisting of. There are several approaches of 
defining the strategic decision-making available by different authors as Eisenhardt & 
Zbaracki (1992) highlights. The figure 2. above aims to approach the topic from practical 
point of view emphasizing the most important factors regarding strategic decision-making 
process. These four different categories are: individual characteristics, firm specifications, 
external environment and information available. These four topics will be discussed more 
thoroughly in the next paragraphs of this thesis.   
 
The top management is the force that guides any company towards the strategic goals and 
objectives by making strategic decisions steering the whole organization in to desired 
direction. As the top management has the most power internally in any company the 
individual characteristics of the top management are bound to have significant effects on 
the strategic decision-making. Individual characteristics can be described as demographic 
variables and psychometric variables. (Shepherd et al. 2014: 343.) Additionally, factors that 
can be argued to have influence towards individual’s behavior in strategic decision-making 
are the internal politics and power balances within the company. For example, alliances and 
different kind of power plays are prime examples of these factors affecting the strategic 
decision-making.  (Bailey & Peck 2013: 132 - 133).  
 
Demographic characteristics are defined by Shepherd et al. (2014: 343) as: tenure, 
education and diversity. Tenure speaks about how long the person has been involved with 
the company in question. Basically, it can be argued that longer the tenure of the person in 
question is the more logical and rational the decision-making process is. Education level 
elaborates how well the individual can comprehend vast entities and the causality of the 
strategic decisions. Diversity refers to heterogeneity of the top management team in terms 
of age, tenure and education level i.e. how similar are the participants in the top 
management team. (Shepherd et al. 2014: 343 – 346; Schwenk 1995: 480.) 
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Psychometric variables according to Shepherd et al. (2014: 343) can be divided into three 
different categories: cognitive diversity, cognitive style and personality. Cognitive diversity 
refers to a level of disagreement in the preferences and beliefs of individuals regarding 
strategic goals and objectives determined in the company. Cognitive style defined by 
Hough & Ogilvie (2005: 421) is the difference of how individuals “perceive, think, learn, 
solve problems and relate to each other”. Also, cognitive style can be used to determine 
how individuals can process data and organize information. Essentially from individual’s 
perspective the cognitive style answers to question “how?” relevant entities are managed by 
the individual. Effects of personality in terms of strategic-decision making process has been 
investigated by several authors but the information received from various researches are not 
consistent with each other. However, it can be argued that characteristics like willingness to 
take risk and need for achievement are qualities that influence on the strategic decision-
making process by either pushing it towards more rational and formal direction or vice 
versa. (Hough et al. 2005: 421 – 422; Shepherd et al. 2014: 346 – 348.) 
 
Politics and power balance are not directly related to individual characteristics of the 
strategic decision-making process. However, often internal coalitions or groups of 
individuals that think alike from the matter at hand come together and try to influence other 
relevant stakeholders therefore influencing the individual’s making the decisions. 
(Eisenhardt et al. 1992: 23). The influence that either the coalition or individual can use 
towards other stakeholders can either be informal or formal i.e. behind the scenes 
occurrences or by applying pressure with transparent measures (Bailey et al. 2013: 132). 
According to Eisenhardt et al. (1992: 23) politics can be defined in the context of strategic 
decision-making process as “collectives of people with at least partially conflicting goals”. 
The politics are always present when making strategic decisions in any company and the 
resolution of any strategic decision can be argued to represent the view of the most 
powerful coalition at time of decision-making. Politics often represent the power 
imbalances in the decision-making process. Due to these imbalances, top management 
individuals are obligated to engage political measures to restore the imbalance or make sure 
that the scale turns in their favor at decision-making. (Eisenhardt 1992: 23; 26 – 27.) 
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Firm specifications in relation to strategic decision-making process consists according to 
Shepherd et al. (2014: 356 – 357) mainly from structure, size and performance. Other 
aspects that have effect on strategic decision-making on corporate level are in the previous 
paragraph mentioned politics and power issues. Also, topics such as resources, internal and 
external control and formality can have some impact on the strategic decision-making 
process. Structure speaks about the level of formalization internally in a company. The 
more formalized the structure is more rational and consistent is the strategic decision-
making process. Size is measure of the amount individuals employed by the company. 
Generally, it can be argued that the overall process of strategic decision-making varies 
according to the number of individuals employed. Comprehensiveness and complexity tend 
to increase with the size of the company. Performance refers to organizational performance 
and how it affects the strategic decision-making. The research conducted regarding 
performance has shown that if the organization is performing well in terms of profitability 
the strategic decision-making tends to lean more towards politics whereas if the return on 
assets is not on sufficient level the strategic decision-making process is more 
comprehensive and based on information available rather than politics. Firm characteristics 
overall have significant effect on the strategic decision-making process of a company. 
Additionally, politics and power structure have also significant impact to the overall 
process. The most significant impact areas that the firm characteristics influence are the 
level of comprehensiveness and level of rationality in terms of strategic decision-making 
process.  (Shepherd et al. 2014: 356 – 360.) 
 
When making strategic decisions, external environment needs to be accounted for. Usually 
the environment is containing variables that either have direct or indirect effect to the 
strategic decision-making process depending on the decision being made. Strategic 
decisions made have effect on the future conditions where the company is and will be 
operating. Also, Shepherd et al. (2014: 355) state that the nature of the operating 
environment affects what kind of strategic decision-making process will offer the most 
benefits from the company’s point of view. Basically, that means how rational and 
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comprehensive the overall process is or is it leaning more towards politics and irrational 
decision-making process. The environments that companies operate in can be described as 
high velocity, dynamic or instable environments. All the environments have their own 
characteristics that need to be considered as a variable in the whole strategic decision-
making process. (Fernandes 2009: 13 – 15; Shepherd et al. 2014: 355 – 356.) 
 
The role and impact of information has been increasing in the strategic decision-making 
process. Increased amount of information is able to decrease the high level of uncertainty 
that are usually included in the strategic decisions. If the information available is utilized to 
its maximum potential, it will enable the company to make more rapid and accurate 
strategic decisions. Additionally, use of information should ease the identification of 
problems related to organization and to highlight possible new opportunities for the 
company to take advantage of. The information section will be discussed and analyzed 
more thoroughly in the business intelligence section of this thesis therefore it is only 
mentioned shortly here.  (Martinsons & Davison 2007: 287; 290; Schwenk 1995: 482 – 
483; 489.) 
 
The four variables highlighted in the figure 2. are considered most important influencers in 
the strategic decision-making process. These four are all vast topics and separate research 
from each of them has been conducted by several authors. According to Nutt & Wilson 
(2010: 3) strategic decision often carry high levels uncertainty and pressure towards 
different stakeholders. Additionally, often the strategic choices include influences from 
game theory i.e. there might be no best practice available and there are significant trade-
offs included. The figure 2. framework is created to give all the possible background 
information in the strategic decision-making process and to highlight the other more 
abstract variables that influence and have impact on the strategic decisions-making process. 
Essentially the strategic decision-making process can be described as a combination of 
rational processes, political goals and individual characteristics. (Eisenhardt et al. 1992: 35; 
Nutt et al. 2010: 3 – 4; Shepherd et al. 2014: 362.) 
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As the figure 1. illustrates key driver behind the strategic decision-making process are the 
goals and objectives defined in the overall corporate strategy. According to Fréry (2006: 71 
– 72) objectives of strategy should cover the following: “creating value, handling imitation 
and shaping the perimeter”. Essentially these three objectives translate into maintaining 
competitive edge over competition by executing strategic choices between the three 
dimensions. Hambrick & Fredrickson (2005: 52 – 53) are following same kind of idea as 
Fréry (2006) they state that the defined objectives are the end result of several strategic 
choices made by the top management. It can be argued that strategic decision-makings 
ultimate goal is to reach the long-term objectives that has been defined for the company in 
the corporate strategy. 
 
2.1.2. Business Intelligence  
 
Interest towards business intelligence has been increasing significantly for the past few 
decades in companies. The interest towards business intelligence is derived from the 
possible exploitation of internal data i.e. the information already exists but there might not 
be a method of gathering, analyzing and compiling the data to take advantage of. Due to 
this reason, different types of business intelligence solutions need to be established for the 
company to be able take advantage of all its internal assets. Usually the business 
intelligence solutions consist from combining the data available from different internal 
processes of the company. The aim of this is to provide in depth knowledge, analysis and 
information to support the strategic decision-making process for the company to achieve 
possible competitive edge over the existing competition in their operating environment. 
(Elbashir & Collier & Sutton & Davern & Leech 2013: 87 – 89.) 
 
Business intelligence as a topic can be described as comprehensive and abstract to some 
extent. There are various definitions available of what is considered as business 
intelligence. According to Isik & Jones & Sidorova (2013: 13 – 14) often the definitions 
vary from being a holistic view of supporting organizational decision-making to taking 
completely technical point of view of what is considered as business intelligence in the 
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context of companies. More comprehensive definition that aims to cover both aspects of 
business intelligence by Williams & Williams (2010: 2 – 3) is: “BI as business information 
and business analyses within the context of key business processes that lead to decisions 
and actions”. Basically, this definition highlights that the business intelligence can exploit 
and analyze the available data thoroughly. Through this analysis and exploitation of the 
data the company should be able to achieve improved performance for example from 
financial or effectiveness point of view. The determining factor of the definition of the 
business intelligence seems to be the point of view from which the book or article has been 
written. In this thesis both aspects will be covered. This chapter will focus more on the 
technological aspects of business intelligence. Forthcoming chapters will dive in depth to 
the strategic and organizational decision-making and how business intelligence influences 
different processes. (Isik et al. 2013: 13 – 14; Williams et al. 2010: 2 – 3.) 
 
For business intelligence to fulfill the definition given by Williams et al. (2010: 2 – 3) 
above two different pre-requisites need to be determined: data and information. Both of 
these terms are at the heart of business intelligence. Vasiliev (2010: 7 - 9) states that data 
can be defined as: “low-level information structures”. Characteristics of data usually 
involve having structure, its format varies, it is stored somewhere, and you can access it and 
manipulate it. Whereas the information is the conclusion drawn from the data available and 
it can be used a support in strategic decision-making. In a sense information is derived from 
the data and it is the combination of specific or desired data aimed to answer specific 
question. (Vasiliev 2010: 7 – 9.) 
 
The raw data can be drawn from various different systems available in the company. These 
systems can be for example: customer relationship management (CRM), enterprise resource 
planning (ERP) and supply chain management (SCM). For a company to be able to 
transform the available data in to a information that can be utilized as a support in strategic 
decision-making, data warehousing is required. Data warehousing can be seen as the first 
step towards business intelligence and the possible benefits achieved from establishing 
business intelligence processes. Due to the share amount of data available in this 
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information era it is not possible to manage and exploit the data without efficient and 
computerized solutions that are highly automated. Also, systematic analysis is required 
otherwise there are possibilities that data is not analyzed correctly or thoroughly enough 
and incorrect conclusions can be drawn. Data warehouses are the function where all the 
data from various internal sources is gathered. Also, data warehouses are the locations to 
where the business intelligence solutions make their information queries to formulate the 
required information for the user. (Elbashir et al. 2013: 88; Williamson et al. 2010: 10 – 
11.)  
 
Next phase of utilizing the business intelligence as a strategic decision-making support 
system requires solutions that can take advantage of the collected data to data warehouses. 
According to Baars & Kemper (2008: 139) these systems can be divided to data analysis 
systems and information distribution systems. Data analysis systems are the systems that 
analyze the relevant data to produce the requested information whereas the information 
distribution systems are the ones that do data mining and actual extraction and retrieving of 
data from the data warehouses. Both of these systems are required to ensure effective 
utilization of the internal data available. By utilizing the data to its full potential, the 
company can ensure that the strategic decision-making process has the best possible 
support available. (Baars et al. 2008: 139 – 141; Elbashir & Collier & Davern 2008: 135 – 
136.) 
 
Final phase in the business intelligence process is the accessing of the extracted and 
analyzed data. These access functions are according to Baars et al. (2008: 141) described as 
business intelligence portals. Their purpose is to present the integrated and analyzed data in 
a clear interface that can be easily interpreted and used by the end user. Essentially the 
access solutions are so called consolidation solutions, which present the results of the 
combined data. The figure 3. below illustrates the relation of these three different phases in 
the business intelligence process. The figure 3. represents this process as high level 
functions and it does not distinguish all the underlying processes of each high-level process 
in business intelligence solutions. (Baars et al. 2008: 141 – 142.) 
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Figure 3. Business intelligence framework (adapted from Baars et al. 2008: 138). 
 
Figure 3. illustrates in graphical form what the previous paragraphs discussed about. 
Essentially business intelligence is a critical function to any company and it will help the 
company to manage ongoing change as well as improve the performance (Isik et al. 2013: 
13). Due to the broad and critical connections between the company functions business 
intelligence is tied closely to management control systems. Business intelligence has the 
capability and possibility to account factors that are included in the various balance 
26 
 
scorecards or key performance indicators to steer the strategic decisions made by the top 
management in to the desired direction. (Peters, Wieder, Sutton & Wakefield 2016: 1.) 
 
When measuring the benefits and efficiency of implemented business intelligence 
solutions, variety of methods exits. According to Peters et al. (2016: 6 – 7) one possible 
method is to investigate the relationship of business intelligence infrastructure, business 
intelligence functionality and easiness of business intelligence. Business intelligence 
infrastructure refers to how efficiently the data is gathered from different functions across 
the company and how unified and usable it is in terms of structure. Business intelligence 
functionality emphasizes the capability of modelling and combining the existing data to 
provide comprehensive and in depth analysis for the company to take advantage of. Also, 
the pace of the analysis is a variable related to the business intelligence functionality. 
Easiness of business intelligence evaluates the user experience of business intelligence. 
Basically, it aims to measure the broadness of use of the business intelligence solutions 
internally. The more people utilize them on a regular basis the better the overall business 
intelligence solution has been adopted and implemented. These three are interrelated and 
they translate into business intelligence quality. Higher the level of quality in business 
intelligence the better the position of the company is in terms of achieving competitive 
advantage through business intelligence solutions. (Peters et al. 2016: 6 – 7; 10.) 
 
As the business intelligence becomes more familiar to companies it also comes more 
complex. Due to the data available for companies to take advantage of the analysis and 
processes are becoming more and more complex (Baars et al. 2008: 132). For the 
companies to be able gain advantage and benefits from implementing business intelligence 
solutions they need to ensure that the assimilation of business intelligence is on high level. 
Elbashir et al. (2013: 99) state that the level of business intelligence assimilation can be 
seen as big part of the overall outcome of strategic alignment of information technology in 
a company. For business intelligence to achieve its full potential shared knowledge is 
required. Shared knowledge in this context refers to different parties involved in the usage 
and management of business intelligence. Different stakeholders involved and associated 
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with business intelligence such as IT department, CIO and managers are required to 
communicate with each other efficiently to ensure maximum exploitation and development 
of business intelligence. The aim of shared knowledge is to combine the strategic and 
operational level of company to contribute and interact with each other in terms of business 
intelligence. (Elbashir et al. 2013: 99 – 101; Ranjan 2008: 466 – 467.) 
 
As a conclusion business intelligence is a vast entity that combines the operational and 
strategic aspects of a company. The aim is to transform data from several different sources 
into understandable and usable form. Objective of this data is to provide in depth analysis 
and where possible deliver better results through knowledge. The overall business 
intelligence solution is a mixture of several processes between data gathering, analyzing 
and delivering requested results as the user has requested. Due to the highly competitive 
and dynamic environments that the companies operate in the demand for advanced business 
intelligence analytics is likely to increase as it has the possibility of determining whether a 
company succeeds or fails. (Ranjan 2008: 461 – 462.) 
 
2.1.3. Strategy-as-practice 
 
Strategy-as-practice paradigm within the strategy field is mainly concerned according to 
Jarzabkowski & Spee (2009: 69) about how the strategy is being executed. Basically it 
seeks answers to questions such as who does strategy?, how they are doing strategy? and 
what they are using to execute the defined strategy?. Essentially strategy-as-practice 
paradigm is not interested in how the strategy itself is created or what are the building 
blocks related required from companies to be able to achieve successful strategy resulting 
in having successful business venture. The strategy-as-practice research ignores the 
common terms and other significant paradigms in the strategy field such as dynamic 
capabilities, resource based view and Porter’s five forces model as it solely focuses 
explaining and converting these paradigms into practice. Also, what are the implications of 
the chosen strategy for the company in their current market environment i.e. is the chosen 
28 
 
strategy success in terms of results is in the scope of strategy-as-practice. (Jarzabkowski et 
al. 2009: 69 – 71.) 
 
Strategy-as-practice can be explained also through practices, praxis and practitioners. By 
examining these three concepts the paradigm and what its objective is can be determined 
and defined quite extensively. In essence, practices in strategy-as-practice context speak 
and explain the actual strategy making tools such as Porter’s five forces. Praxis explains 
how the chosen strategy is being implemented and from what the actual work consists. 
Practitioners on the other hand are the actual actors involved in the whole strategy process 
concerning the company. (Vaara & Whittington 2012: 285 – 286.) 
 
Even that strategy as a topic has been researched and the field has several scholars and 
authors contributing to unbundling the secrets of strategy and the success related to it still 
carries significant amount of ambiguity. Especially this ambiguity is related to the top 
managements role in generating, executing and to the overall strategy process within a 
company (Jarzabkowski 2008: 621). Several authors have noticed that the top management 
of the company have significant influence over the development and evolvement of strategy 
and strategizing in the company. These influence opportunities that top management has 
can be direct or indirect but the result is that they significantly influence on how the 
company’s strategy is being evolved in a way it could be described as bending a metal bar 
in to the desired form slowly. (Jarzabkowski 2008: 621 - 622.) 
 
The ambiguity described above can be tried to explain through the strategy-as-practice 
paradigm. Especially the practice aspect of the paradigm, which concentrates on explaining 
the concrete strategic tools utilized by the top management when making strategic 
decisions. Several of these tools can be used to evaluate the current situation where the 
company currently is or they can be used to analyze and evaluate several possible strategic 
choices that are available for the companies and from where the top management need to 
choose from. In a way, the strategic tools can be used as a way to justify the strategic 
decisions made. Additionally, if considering the ambiguity of the top managements role it 
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can be further explained and reduced by going through the three basic concepts of strategy-
as-practice paradigm more thoroughly. (Jarzabkowski & Kaplan 2015: 537 – 538.) 
 
Jarzabkowski & Balogun & Seidl (2007: 11) created a model to illustrate the relationship of 
the three main concepts of praxis, practices and practitioners in strategy-as-practice 
paradigm. Figure 4. below shows how the Jarzabkowski et al. (2007) highlighted and 
examined the interrelations of these three main concepts. In the center where the all three 
independent entities cross each other is the strategizing function, which draws and utilizes 
aspects of these three main concepts.  
 
 
Figure 4. Framework of strategy-as-practice (Jarzabkowski et al. 2007: 11). 
 
Praxis as a term or concept cannot be defined with single specific definition. According to 
Jarzabkowski et al. (2007: 9) praxis comprises both the micro and macro economical 
aspects as well as the environment where individuals act and contribute to a different 
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political, social and economic institutions. Praxis tries to explain the behaviour of 
individuals and groups in different situations that may occur in different dimensions of their 
life. Praxis is a vast dimension of strategy-as-practice paradigm as it can be applied to 
evaluating macro economical occurrences i.e. the “big picture” and what happens in high 
level but as well praxis can be used to explain and examine what happens in lower levels of 
organizational hierarchy going as deep as different groups within organization or even 
individual’s actions. (Jarzabkowski et al. 2007: 10.)     
 
Whittington (2006: 619) uses more narrow definition of how to define praxis in the 
strategy-as-practice context but still these definitions support each other. Whittington 
(2006: 619) defines praxis as the dimension where each one of the internal activities that 
deliberately shape, formulate or execute strategy contributes to the praxis. Whittington 
(2006: 619) also recognizes that the praxis can be seen occurring and happening in all of 
the organizational levels. However, Whittington (2006: 619) does not make a distinguish 
for example the social or political aspects of practice or whether praxis can be applied to 
groups of individuals or individuals only. 
 
Practices as a dimension of strategy-as-practice can be easily mixed up with the praxis of 
strategy-as-practice paradigm. Practices however, focuses more on the actual execution and 
doing of strategy whereas the praxis is concentrated more on what is happening behind the 
actual execution of chosen strategy. Practices are happening in every level of the company 
or organization and they are the organizational routines, procedures and cultures, which are 
derived from the strategy of the organization. Additionally, practices in strategy-as-practice 
paradigm gain influences from external factors. In sense, practices are the routines that are 
derived from the strategizing activities within company. Practical examples of practices in 
the strategy-as-practice context are for example how the company and the individuals are 
utilizing strategic tools such as Gantt charts and whiteboards. (Jarzabkowski et al. 2007: 9 – 
10; Whittington 2006: 619 – 620.) 
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Practitioners are the ones executing the strategy. They are the individuals or groups who 
concretely execute and implement the company strategy. This does not concern only top 
management executives but as well as lower lever employees who contribute to the 
execution of strategy in great detail. Practitioners utilize the practices to execute and 
implement the strategy in a way practitioners are the connection between praxis and 
practices as they draw information, behavior and actions from these and act accordingly. 
(Jarzabkowski et al. 2007: 9 – 10; Whittington 2006: 619 – 620.) 
 
When these three concepts align and support each other strategizing is being done at the 
center as the Figure 4. illustrates. Strategizing as a term combines the previously defined 
three main concepts and it can be used to explain how the company is executing and 
implementing the strategy as well as who are the actual doers of strategy. Basically, 
strategizing accounts for all the deliberate actions taken by either the organization as a 
whole or different groups or individuals that shape, develop or somehow interacts with the 
execution or implementation of strategy or development of it and it also answers the 
question who and how. (Jarzabkowski 2008: 621 – 623; Whittington & Molloy & Mayer & 
Smith 2006: 615 – 617.) 
 
For the individuals doing the actual strategizing, financial data and management accounting 
is an important and obligatory aspect that need to be taken account when making strategic 
decisions in any company as Whittle & Mueller (2010: 626) found out in their study. The 
information and data received from management accounting practices can be argued to be 
crucial components when building the corporate and organizational strategy. Practically 
oriented management accounting systems has in the past seen as the provider of 
information to support the strategic decision-making and in today’s business environment 
they are able to do that but additionally management accounting is able influence also the 
internal politics of any company or organization. Additionally, management accounting 
systems can create additional value for the company if utilized to their full extent. (Whittle 
et al. 2010: 626; 628) 
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Economics, accounting and financial information and data are not simply ways to represent 
the specific moment in the company, but they are able to shape and format the finances of 
the company and not just observe and interpret them. Top and senior management in 
companies can often use the financial information provided by management accounting as a 
tool to evaluate and intervene the practices and praxis in companies if necessary. Not even 
the finance related departments cannot be argued to be neutral and source of absolute 
information, but they have implications and usage targets to all around the company 
depending on the motivation of the person applying them. (Whittle et al. 2010: 640.) 
 
Malmi & Brown (2008: 289) state that management accounting in a company or 
organization context can be seen as: “collection of practices”. These practices create the 
management accounting system, which can be utilized to achieve a predetermined goal or 
objective that is crucial for the success of the company. Malmi et al. (2008: 289) also state 
that the one who are executing the collection of practices related to management accounting 
are the individuals in the company. Due to these reasons in the past two paragraphs it is 
imminent that strategy-as-practice approach is present when talking about management 
accounting or management control systems. 
 
In this study strategy-as-practice will be utilized as a background driver. It will give the 
main perspective from, which this study will be done. I will concentrate on practical 
strategic decision-making and the factors affecting it therefore strategy-as-practice view 
will be present in every aspect of this study. 
 
2.1.4. Summary of key themes 
 
Key themes of this thesis are now defined thoroughly by several authors who are experts in 
their own field. In the following parts I will demonstrate and prove the connections 
between strategic decision-making, business intelligence and strategy-as-practice. As stated 
earlier strategy-as-practice will be the background driver that gives the point of view and 
limits the scope of this study to concentrate on the practical aspects of this vast, interesting 
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and important topic. After proving the connection between the main themes a framework 
will be created that will be utilized to research and investigate the themes in a case 
company to see how the case company is managing these themes. 
 
2.2. Connection between business intelligence and strategic decision-making 
 
The environment where companies currently operate in could be described as information 
era. Terms such as big data, data and business analytics, industrial internet and internet of 
things are constantly in headlines and embedded in company’s strategies and to-do lists. 
Everything is developing into the direction that everything will be connected from the 
machinery in the factory to the cars we are driving into some form of online platform. All 
this connectivity and being online can produce significant amount of data for companies to 
take advantage of in their competitive environment. The role of information and how to 
take advantage of it will most likely be in crucial part for several companies to be 
competitive in their own business environment. (Gartner 2016.) 
 
Every company has information available and produced whether they acknowledge it or 
not. However, the company need to be able to first and foremost harvest and collect the 
data available whether it is internal or external. Moreover, the company need to able 
transform the available data into intelligence and information that can be utilized either as a 
foundation or basis for strategic decision-making or simply pinpoint and highlight what the 
company is doing and why. Due to the limited capability of individual’s memory and 
processing capacity and the shear amount of data available today for companies to take 
advantage from additional aids are required and needed. (Rouibah et al. 2002: 133 – 134; 
137; 138 – 140.) 
 
According Ranjan (2008: 461) for companies to be able to include all the relevant data 
available to their strategic decision-making business intelligence solutions need to be 
incorporated. Otherwise the strategic decision-making could be based on partial or 
incomplete overview of the situation at hand or at worst case simply to intuition of 
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individuals i.e. making decisions blind. The Figure 5. below shows that by implementing 
business intelligence solutions as a bridge between the data collected and transforming it 
into usable and intelligent form companies can utilize their whole potential through several 
different new applications. (Ranjan 2008: 462.)    
 
 
Figure 5. Role of business intelligence solutions in delivering data. 
 
According to Hedelin & Allwood (2002: 125) often when company and its top management 
is making strategic decisions they have long-term effects or they can reshape the whole 
organization structure. Also, often the decision-making routine is not standardized or 
following pre-determined path in anyway. The strategic decision is often a choice between 
the available alternatives that can be explicit or implicit of each other. Often the 
determining factor of which alternative is chosen is the desired course of action from the 
company’s point of view. The quality of the strategic decision made can be determined by 
the rationality of the strategic decision. When business intelligence solutions are 
incorporated with strategic decision-making and to the evaluation of possible alternatives 
available correct information should be available to support the rationality of the strategic 
decision. (Citroen 2011: 493; Hedelin et al. 2002: 125 – 126.) 
 
The role of information according to Citroen (2011: 493 – 494) is to reduce the uncertainty 
related to the strategic decision-making by delivering accurate and intelligent information 
both from internal and external sources. Strategic decisions are based rarely on simply data 
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available from various sources but there are often other drivers behind it like for example 
changed market conditions or availability of new technology. For the information to be able 
to reduce the uncertainty around the strategic decisions to support the drivers behind the 
decision the characteristics of information need to be defined. The characteristics can be for 
example quality or the source of information. Citroen (2011: 497) state that often when the 
information is received internally it more trusted than information received from external 
sources. However, no matter what is the source of information it need to be able to 
withstand thorough scrutiny and to preserve its robustness. Additionally, being able to 
withstand the scrutiny is a guarantee of completeness of the information being used. 
(Citroen 2011: 494; 497.) 
 
For business intelligence solutions to be able to reduce the uncertainty and support strategic 
decision-making there are certain prerequisites that the company need to commit itself to. 
According to Olszak (2016: 119 – 120) these prerequisites are for example: commitment to 
constant development of business intelligence systems, top management support, 
information and knowledge management procedures alignment with chosen business 
intelligence solutions and allocating sufficient resources and training for implementation 
phase and user phase of the business intelligence solution. Business intelligence in a sense 
can be argued to be demanding and resource intensive and if the company is not willing to 
commit thoroughly to it is unlikely that it will gain the desired benefits to for example 
strategic decision-making process. (Olszak 2016: 108; 119 – 120) 
 
Citroen (2011: 498) found out in his research that the use of information and business 
intelligence to support strategic decision-making does not change the actual decision 
making procedure. However, in terms of alternative analysis, amount of information from 
the alternatives available, reduced uncertainty and increase rationality were the key points 
where business intelligence could help the top management in their strategic decision-
making as the figure 6. below shows. Due to the dynamism and increasing complexity of 
the today’s competitive environment for companies they need to be able to exploit and take 
advantage of the data and information available to ensure robust strategic decision-making. 
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Companies need to be able to monitor, evaluate and forecast more accurately to be able to 
develop their company and organization accordingly. (Citroen 2011: 498; Ranjan 2008: 
468.) 
 
Figure 6. Rational decision-making model (adapted from Citroen 2011: 496). 
 
If evaluating business intelligence from the strategy-as-practice point of view, there are 
definitely room for improvement for example Elbashir et al. (2013: 88) state that often from 
the practitioner’s point-of-view all the available data is rarely utilized to its maximum 
potential in companies. Additionally, Elbashir et al. (2013: 88) are arguing that over 80 % 
business intelligence projects fail to add value to the organization as a whole. Also, Olszak 
(2016: 105) point out that from praxis perspective the success from business intelligence 
can still be questioned due to the reason what Elbashir et al. (2013: 88) above mentions 
from business intelligence projects. On the contrary Citroen (2011: 493) highlights that the 
information acquisition and analysis is becoming a common practice in companies 
supporting the move towards utilizing more and more business intelligence solutions in 
every aspect of managing the company or organization.  
 
Even that the use of business intelligence solutions has quite critical reception in some 
cases the possible benefits gained from it are substantial. According to Olszak (2016: 108) 
business intelligence at its prime can combine all data and information available in the 
functions of any company or organization resulting in efficient and intelligent use of data. 
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Outcomes of this data usage can be for example: increase in the operational, strategic and 
tactical planning, improving the customer and supplier relationships and streamlining and 
making the support functions more lean. The added value of business intelligence relies in 
making information available and being able to perform several different types of analyses 
to support the company and organization. (Olszak 2016: 108.) 
 
2.3. Need for information on operational, tactical and strategical levels 
 
When assessing what information would be required by the business intelligence system to 
be provided the company need to account the different levels in company hierarchy. By 
going through articles by Ramakrishan et al. (2012) and Popovic & Turk & Jaklic (2010) 
three different levels can be established, which are operational, tactical and strategical 
levels. As there are significant differences for example in number of people in different 
levels and they have different amount of influence and decision-making power the 
information required by them varies to a large extent. (Popovic et al. 2010: 6; Ramakrishan 
et al. 2012: 487.) 
 
Operational level concentrates on the day-to-day operations of the company therefore it 
requires information from specific processes occurring in daily operations. The aim and 
objective is either to make the operational processes more efficient that in ideal situation 
will result in either increased revenues or decrease in costs. Also, by implementing business 
intelligence solution the company may find itself modifying the managerial processes 
related into operational function. Tactical and strategical levels are quite close to each other 
in terms of information need. Especially the strategic decisions have long time effects and 
of the time horizon of experiencing the results from strategical decisions can be rather long. 
Due to the level of impact that strategic and tactical decisions might have to the whole 
organization the information used as basis and foundation for these decisions need 
represent the “big picture”. Also, the robustness of the data and information need to be 
adequate so that the top management can rely that the decision is based on accurate and 
correct data or information. (Popovic et al. 2010: 8;12; Ramakrishan et al. 2012: 487.) 
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2.4. Concrete benefits of combining business intelligence with financial data 
 
Growing the existing business in terms of profitability and revenues consumes time, effort 
and it requires clear strategy how the company should achieve these. Traditional model is 
to grow steadily over time by increasing sales and having organic growth or growth through 
acquisitions. From financial information point-of-view when the company is relatively 
small the financial issues can be managed with small team and it is easy to deliver 
information simply by talking. Also, the establishment of the overall situation where the 
company is in terms of finances can be argued to be simple in a small company. (Bray 
2011: 29 – 30.) 
 
When and if the company starts to grow the problems and obstacles start to arise. Bray 
(2011: 30) states that often the key management information is locked and stored in 
department silos making accessing it inefficient, costly and time consuming. Due to 
characteristics mentioned often the quality of information and data provided also suffers by 
for example it being out of date or incomplete. According to Bray (2011: 30) connecting 
these departmental information silos via business intelligence solutions the company is able 
to achieve performance upgrades in various areas. In modern organizational structure, none 
of the departments or functions work in a vacuum, not even the financial related. They are 
interrelated and connected in several different levels. Hence, the sharing of knowledge and 
information is in crucial role to achieve benefits as a company (Morio 2014: 68).   
 
By implementing the business intelligence solutions and so called dashboard that combines 
the relevant information into easily understandable, usable and analyzable form, companies 
can establish processes and practices where the overall situation of the company is easily 
grasped by just looking the information presented in the dashboard. Additionally, the key 
benefits received by the company should they implement the business intelligence 
dashboard solutions are according to Bray (2011: 31) substantial and they will enable the 
company to tackle arising issues more easily:  
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1. How we are doing against stated metrics? 
2. Why are on or off track? 
3. What actions do we need to take? 
 
This would provide to company in depth insight and analysis to for example how their 
projections of incoming cash flows are realizing or are there any significant threats towards 
the forecasted profitability in sight. This information would be available for companies by 
consolidating the available data from various systems such as: enterprise resource planning 
systems, human resources, spreadsheets and customer relationship management 
information. By achieving the possibility of easily being able to evaluate the situation and 
how the company is doing they would additionally receive a way to easily plan and execute 
corrective steps in strategical sense. Also, the root causes for specific and certain issues in 
for example finances of the companies would be easier to figure out as the financial data is 
available and it can be cross checked with everything else going on. (Bray 2011: 31.) 
 
Morio (2014: 67 – 68) highlights that by implementing business intelligence to financial 
departments the company would receive a change to move from making strategic decisions 
reactively making them proactively from finances perspective. This possible improvement 
would be possible due to for example: being able to forecast cash flows more accurately, 
analyze the maturity of debt portfolio against incoming cash flow more extensively and to 
align financial processes and practices with the business demand to be more agile (Morio 
2014: 67 – 68). According to Morio (2014: 67) the financial information has four different 
levels how it can influence and add value to the company and business strategy: 
 
1. Descriptive analytics “What happened” 
2. Diagnostic analytics “Why did it happen” 
3. Predictive analytics “What will happen” 
4. Prescriptive analytics “How can we make it happen” 
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By implementing for example business intelligence dashboard mentioned by Bray (2011: 
31) and including the above-mentioned information levels to it the influence level of 
financial departments would increase significantly. However, even if the benefits can be 
easily seen by utilizing business intelligence solutions throughout the company and in 
financial departments, Morio (2014: 68) states that according to Gartner research the 
biggest reason seen as barriers why companies are not pursuing the benefits of business 
intelligence is the lack of technology and the inaccessibility to operational data.   
 
The concrete benefits to different financial departments received by implementing business 
intelligence according to Bray (2011: 31) are for example: Being able to create more 
accurate and relevant budgets, increased reliability to forecasts, seamlessly combining plans 
with budgets and forecasts, reduce the amount of one time spreadsheets, increase the 
insight to company financials and their impact, being able to provide more in depth analysis 
and improve the quality of decision-making in the company. 
 
2.5. Crucial role of management control systems 
 
There are variety of definitions available of explaining what management control systems 
are about due to the ambiguity around the topic (Malmi & Brown 2008: 288 – 289). Simons 
(1995: 5) define management control systems as: “management control systems are the 
formal, information-based routines and procedures managers use to maintain or alter 
patterns in organizational activities”. Suggesting that the company will run through 
available information and it is utilized to shape and develop the company. Whereas for 
example, Malmi et al. (2008: 290 – 291) see management control systems as a package that 
has emphasis on directing the employee behavior and they would exclude the role of 
decision support systems completely from management control systems. Additionally, 
Malmi et al. (2008: 287) highlights that fact that management control systems should not be 
isolated and examined in a vacuum as it has implications and influences throughout the 
organization. Ultimately it can be argued that the motivation or driver of management 
control systems is to implement the company strategy (Eker & Eker 2016: 123).  
41 
 
Eker et al. (2016: 123) implies that for management control system to fulfill its objectives 
and be useful it needs to be aligned with the company strategy. Another characteristic for 
management control system is that it should be able to offer possibilities to evaluate, 
possibly review and revise the executed strategy. By nature, more different control 
functions are included into management control system the more complex it becomes. 
Chenhall & Moers (2015: 1) gives an example where simple budgeting process is done 
under the management accounting but when the budgets are combined to represent the 
overall budget of company is becomes part of management control system. Due to the 
complexity and the relations on various levels of organization the management control 
systems are sensitive towards for example external environment, technology and structural 
change in the organization. (Chenhall et al. 2015: 1 – 2; Eker et al. 2016: 124.) 
 
Simmons (1995) has created one of the most well-known frameworks in management 
control systems field. The framework by Simons (1995) is called as the levers of control 
framework. The idea of the framework is to manage opposing forces that consists from 
different types of tensions of freedom and constraint occurring in the organization. The 
framework aims to control the freedom and constraint with four different levers called: 
belief systems, boundary systems, diagnostic control systems and interactive control 
systems. (Simmons 1995: 7; Tessier & Otley 2012: 172.) 
 
The four levers create the opposing forces in terms of freedom and constrains or negative 
and positive. These levers and how well they are controller and utilized can be argued to be 
the result of how well company is managing to implement its strategy. Belief and 
interactive control systems are the ones that represent positive and freedom as they embody 
positive and inspirational aspects. Whereas the boundary and diagnostic control systems are 
the opposite i.e. constraining and negative force and they aim to ensure compliance with 
orders. Additionally, how the managers and management uses the levers represent for 
example the manager’s personal values and how they want to influence organization in 
long-term perspective. (Simmons 1995: 7 – 8.) 
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Even that the (Simmons 1995) levers of control frameworks is frequently used and well-
known it has been criticized by other authors. For example, Tessier et al. (2012: 172) argue 
that the levers and concepts are nor accurately defined and there is significant ambiguity 
related to this framework. To address this ambiguity Tessier et al. (2012) developed the 
original framework created by Simmons (1995) as figure 7. below shows. According to 
Tessier et al. (2012: 172) their model aims to improve the Simmons (1995) model in 
various aspects such as increasing internal consistency and defining the levers more 
thoroughly.  
 
 
Figure 7. Revised framework from original levers of control (Tessier et al. 2012: 183). 
 
The first level and the center of this model are the controls designed for managers to use 
and they consist from social and technical controls. Social dimension represents controls 
43 
 
that affect the: “emotional, non-rational, affective elements within employees”. They can be 
translated as values, beliefs and norms, which is the organizational culture of the company. 
Technical controls on the other hand concentrate to more concrete control as they aim to 
design how day-to-day operations are run in the company. Technical controls are derived 
from internal rules, procedures and standards. (Tessier et al. 2012: 179-180.) 
 
The second level of framework consists from control systems that have specific targets and 
goals. The main attributes of the second level of controls are the: systems, rules, practices, 
values and activities management. By nature, the controls in second level of the framework 
are in close relation to the technical and social controls in the core of the framework. The 
first and second level controls aim to direct the employee behavior in day-to-day operations 
context. (Tessier et al. 2012: 180.) 
 
In the framework, there are two control systems, which address and control the 
performance on operational level of the company or organization. The controls are called as 
strategic and operational performance. The main task for these two controls is to ensure that 
the company meets the objectives and goals defined by strategy. The strategic controls of 
the framework emphasize and describe the uncertainties that arises towards the company 
strategy. Basically, the two controls concerned about strategy monitor and adjust if 
necessary should the strategy of the company deviate from the objectives, goals and vision 
it has. The strategy monitoring happens through comparing for example the company 
performance in relation to the targets and strategy and the control has the power to adjust 
the possible shortcomings of implemented strategy against desired outcomes. (Tessier et al. 
2012: 180.) 
 
The other two control systems at this level of the framework ensures the compliance aspect 
of the company. The controls are called strategic and operational boundaries and their main 
task is to evaluate risks occurring and avoid them where possible. The operational boundary 
control sets guidelines of how and what employees can do and where are the limits. The 
strategy boundary control system defines how the company can expand and develop and 
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what is allowed from strategical point-of-view. All the four second level control work 
together and there are possible synergies to be found among them that the company should 
utilize to be as effective as possible. These synergies can be found when for example trying 
to establish best practices to different functions of the company. (Tessier et al. 2012: 180 – 
181.) 
 
The final and third level of controls consist from managerial intentions. The managerial 
intensions level should represent the different choices and possibilities that managers have 
between the other controls included in the framework. Also, the managerial intentions have 
the power to decide, which controls are perceived more important i.e. towards which 
controls resources are allocated and which are perceived as important from the company 
perspective. Additionally, managerial intensions can be used to establish a way how the 
control itself is used, whether it leans towards enabling and increasing creativity or towards 
constraining and predictability. Finally, the managerial intentions decide on matters such as 
rewarding, punishment and need for performance and compliance in the company. 
Managerial intentions are embedded and included into every control that is part of this 
management control system. As the managerial intensions are part of the whole 
management control system they are in way user’s manual of how the company will run, 
which need to be communicated clearly throughout the whole company and organization.  
(Tessier et al. 2012: 181.) 
 
According to Elbashir & Collier & Sutton (2011: 156) business intelligence systems can be 
utilized to leverage the existing management control system to another level. Through 
different kind of enhanced analytics business intelligence can provide more informative 
fundamental information that can be utilized more effectively by the management control 
systems. When management control systems are embedded with business intelligence 
solutions they can referred as enhanced management control systems. For companies to be 
able to include the business intelligence into their management control systems successfully 
they need ensure that there are sufficient knowledge and skills available internally. 
Additionally, two most important focus groups internally that can determine the success of 
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business intelligence are the top management team and the operational managers and their 
capability to take advantage of business intelligence. (Elbashir et al. 2011: 156; 161.) 
 
 
Figure 8. Business intelligence in action (Williams et al. 2010: 3). 
 
The above figure 8. highlights the benefits that business intelligence can in the best-case 
scenario provide for company or organizations. As the primary focus of companies is to 
increase revenues and possible decrease costs i.e. improve performance and profits. If 
looking the parts that business intelligence can contribute to in figure 8. several of them are 
either in direct link to controls associated to management control systems. Therefore, 
business intelligence can significantly improve and enhance the management control 
system and improve the last line in income statement. (Williams et al. 2010: 3 – 5.) 
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Management control systems are a complex set of different controls that aim to support the 
company in executing its strategy. According to Chenhall et al. (2015: 2) the complexity 
can be understood if evaluated through management accounting practices. As the 
environment where companies operate has grown more complex and uncertainties have 
increased due to many reasons the management accounting practices were forced to adapt 
to the needs and demand of companies. Traditional approach to management accounting is 
to see it as only calculative practice, which only provides for example budgets and cost 
control. However, management accounting practices have developed and now they are 
crucial part of different management controls. Hence, management accounting practice are 
able to contribute in great deal to for example balance scorecard approach, which is 
commonly used as strategic planning system and to explain the strategy through 
measurement to organization. (Chenhall et al. 2015: 2 – 3; Kaplan & Norton 2001: 13.) 
 
2.5.1. Management accounting 
 
Management accounting is a one control level or a part of specific control system in 
management control systems. Management control systems in management accounting 
context usually refers to management accounting information and practices and what kind 
of controls are embedded into management accounting such as informal or formal. Often 
researchers investigate how for example factors such as environmental uncertainty and 
competitive strategy affect the design of management control system and performance. 
Management accounting inputs in the context of management control system often refers to 
one or more of the following topics: 
 
1. Budgets and budgeting 
2. Performance contingent incentives 
3. Performance measurement 
 
All the above deliver significant and important information in terms of planning of the 
organizations operations and the way it conducts its business i.e. how well is it succeeding. 
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Additionally, all the above influence the internal decision making to large extent as they 
carry important factors and information when making strategic decisions that aim to 
improve the company in all the possible aspects. (Shields 2015: 124 – 125.) 
 
2.7. Research framework 
 
By combining the key themes strategic decision-making, business intelligence and strategy-
as-practice approach the below framework shown the in figure 9. was created. The 
framework aims to include all the relevant aspects of the topics and create a model that will 
be utilized to find answers to the research questions specified earlier. 
 
 
Figure 9. Research framework. 
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The figure 9. represents a part of management control system that requires some form of 
data, decision-making and aims to achieve a specific goals or targets. For example, if 
looking figure 7. which is the levers of control management control system by Tessier et al. 
(2012: 183) the strategical and operational performance. The first level consists from four 
different building blocks that contribute to the business intelligence solutions, which in turn 
assists the company top executives in their strategic decision-making process and being 
able to create best practice for strategic decision-making. 
 
The first level building blocks are: data sources, practicalities related to decision-making 
and objectives and goals determined by the company strategy. Data sources are the internal 
and external sources of data, which can be transformed into intelligence to support and 
reduce uncertainties related to decision-making. Practicalities of strategic decision-making 
speak about for example the certain decision-making order or who are the involved parties 
to the decision-making process. The goals and objectives guide the strategic decision-
making process to a desired direction to achieve the goals and objectives. 
 
The inner level of research models consists from business intelligence solutions that are 
influenced and guided by the first level. The business intelligence solutions can be utilized 
to turn all the independent aspects of decision-making into intelligence that will assist the 
top management in their strategic decision-making process and in best case scenario it 
could lead to company having a best practice to their strategic decision-making process that 
is coherent and flexible. Additionally, the model should guarantee that all the relevant 
aspects of the process are accounted for. Hence, the uncertainty towards any strategic 
decision should be reduced as much as possible leading to more profound and justified 
decisions.    
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3. RESEARCH METHODOLOGY 
 
 
This chapter describes how the empirical part of this study is conducted. First the case will 
be presented and how it was selected for this study and how the research was conducted 
from practical point of view. Then comes the research approach explaining the role of 
theory and how the research proceeded. After research approach comes the research design, 
which aims to give the rough guidelines for the empirical part followed by the defining 
research method. Finally, reliability and validity of the research will be addressed. 
 
3.1. Case selection and presentation 
 
The case company was selected for this research due to its interesting operating 
environment that is affected by current digitalization trends such as internet of things and 
internet 2.0 in great detail. The case company has recognized the importance and possible 
benefits of internal data. The case company also desires to understand how data can be 
utilized in more efficient way and base decision making on more solid overall 
understanding of the prevailing variables and circumstances. The case company also 
wanted to gain in-depth understanding of the current solutions in place and is the financial 
data reliable enough to be utilized in strategic-decision making. 
 
The empirical aspect of this research consists from nine in-depth interviews that were 
conducted in the case company. Length of the interviews varied from 35 minutes to an hour 
and the identity of the interviewees will remain anonymous. All of the interviewees are 
positioned either in the top management of the case company or middle management 
varying from manager level to CEO of the company. Management level interviewees were 
chosen to guarantee gathering of relevant information. The aim of these interviews was to 
find answers on how the financial data is utilized for strategic-decision making and what 
are the most important internal and external data sources. Also, to what extent the case 
company uses business intelligence solutions to support their decision making   
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Kuada (2012: 59) states that methodology aims to explain for the reader what choices the 
author has made regarding this specific research and why the chosen methodology has been 
selected. The research design and approach are the blueprint that the empirical and 
theoretical part of the research follows. The steps that are included in the blueprint should 
be logically structured to show the links and interrelations of research questions, theory and 
empirical part of the research. These parts create the foundation of the whole project and 
essentially the strategy of how the project has been carried to produce answers to the 
research questions. (Kuada 2012: 57.)    
 
3.2. Research approach 
 
Research approach defines the role and use of theory in any research projects. According, 
to Saunders & Lewis & Thornhill (2009: 124) the chosen of research approach defines and 
has significant effects to the research design also. Generally, researchers have three 
approaches from where they can choose from: deductive, inductive and abductive 
approach. In this specific study, abductive approach is chosen. Abductive approach moves 
between theory and empirical world back and forth. In an abductive approach the theory or 
empirical findings can be used as a catalyst for the research and it seeks to test the 
theoretical models in empirical world and how well they fit to empirical world. (Flick & 
von Kardorff & Steinke 2004: 159 – 160; Saunders et al. 2009: 124 – 125.) 
 
Abduction as a research approach is a flexible choice as it allows the researcher to go back 
and forth between theory and empirical world. Essentially, abduction as a research method 
gives the researcher tools to manage surprises that might arise from for example 
contradictions between theoretical models and the empirical world. Abduction can also be 
seen as an endless loop between theory and empirical findings, which can be used to 
leverage the desired outcome in the results of the research as the researcher has the ability 
to go back and adjust the theory. (Freytag 2018: 51 – 52.) 
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3.3. Research design 
 
This study is done from exploratory point-of-view. Saunders et al. (2009: 133) defines 
exploratory study as evaluating familiar topics from new perspective. The aim is to increase 
the understanding from factors and variables influencing the topic in question. For example, 
in this specific study how is the data and business intelligence affecting the strategic 
decision-making of top management and additionally what are the main information 
sources. Variables in this case are: the business intelligence, data and sources and how they 
impact the strategic decision-making in the case company. (Sachdeva 2008: 15; Saunders et 
al. 2009: 140.) 
 
Important aspect of any study or research is the time horizon. The chosen time horizon does 
not affect for example to the research strategy or approach of the study. The author must 
make a choice between cross-sectional study or longitudinal study. The main difference 
between the two-time horizons is that the cross-sectional study focuses on specific time and 
represents a snapshot of the problem or dilemma whereas the longitudinal study focuses on 
measuring the change, development or evolvement between for example two different 
specific time points. This specific study is cross-sectional as it fits better to answer the 
research questions presented earlier. (Saunders et al. 2009: 155.) 
 
3.4. Case study 
 
The researcher has several possible research strategies at his or her disposal from where to 
choose from. These research strategies are for example: ethnography, case study, 
experiment or action research. Each one of these strategies can be used in collaboration 
with explanatory, descriptive or exploratory research. Also, the available research strategies 
cannot be ranked from best to worst to a distinct order. The chosen research strategy is 
influenced in great detail by the research questions and objectives that are set for the study 
or research. For this study the author has chosen a case study as the main research strategy. 
(Saunders et al. 2009: 141.) 
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Case study can be defined according to Yin (2009: 18) as an empirical study that 
investigates specific occurrences thoroughly in real-life situations when the interrelations of 
different variables cannot be clearly defined. Additionally, case study can manage an 
empirical study where there are multiple variables and multiple sources of information. 
Also, case study benefits from theoretical contributions from the point-of-view of what data 
should be collected. The definition shows that case study as a research method is vast and it 
comprises several important aspects therefore it can be argued to be especially interesting 
research method. (Yin 2009: 18.)  
 
Essentially the most beneficial aspect of having the case study as a research method is its 
ability to relate to actual real-life context. The case study has the capability to account all 
the variables related to the phenomenon being investigated whereas for example 
questionnaires by nature need to limit the number of variables included to the investigations 
of the phenomenon. Additionally, the case study research method can be utilized with both 
quantitative or qualitative research method or a mix of both research methods. Generally, 
case study researches can be argued to have four distinct ways that it can shed light to the 
research problem it is being used to investigate. Case studies have the power to: explain 
causality between different variables, to describe the phenomenon in real-life context, 
illustrate and evaluate different variables and enlighten situations where there are no 
distinct goals or objectives. (Yin 2009: 18 – 21.) 
 
When case study method is the chosen research strategy author must choose whether to 
conduct a single case study or multiple case study. In a single case study the whole research 
is concentrated only on for example one organization. For single case study to be viable 
option the case under investigation need to be unique or somehow critical whereas the 
multiple case study method offers option to for example compare how the same case is 
done or executed in different organizations. Additionally, the multiple case study method 
offers generalization options, but the single case study method allows the researcher to 
study phenomenon in-depth within a specific organization. Also, often the single case 
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concentrates on phenomenon that is not yet thoroughly researched.  (Saunders et al. 2009: 
146 – 147.)  
 
Another two options of case studies from where the author needs to choose from are the 
holistic or embedded case study. The difference of these two are the unit of analysis. 
Basically, holistic case study concentrates and views the organization as a whole and it is 
being investigated by the researcher as such. Consequently, the embedded case study takes 
different approach by breaking the company down to sub-units or by departments to be 
analyzed. From these sub-units, then at least two are chosen as the target of the case study 
research. (Saunders et al. 2009: 147.)       
 
Common critique towards using case study as research strategy relates often to the 
scientific generalization of the empirical results. It can be argued that if utilizing the single 
case study method as it only represents the specific case in question and the qualities of it 
might not apply to another case. However, this critique can be applied to other research 
strategies as well to for example experiment. Also, the critique towards lack of 
generalization can be addressed if accepting the standpoint that case studies can be 
generalized to “theoretical propositions” but not to populations. Another important aspect 
that need to be acknowledged when case study method is the chosen research method is 
that case studies are not easy to do thoroughly and that there is no way to determine 
whether the researcher can execute sufficient case study. (Yin 2009: 15 – 16.)    
 
3.5. Qualitative research 
 
Qualitative research method was chosen for this project due to the nature of the research 
questions. The chosen research paradigm or design does not limit or restrict the researcher 
to utilize a quantitative or qualitative research method. The decision between qualitative 
and quantitative or a combination of these relies in the center of the research design and 
strategy. Essentially the decision between quantitative and qualitative research method 
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defines how the information is gathered for the empirical part of the research. (Saunders et 
al. 2009: 106 – 107.) 
 
Flick et al. (2004: 3 – 5) describes the qualitative research as the investigation of theme or 
topic that by definition is more open and subject to interpretation. As the strategic decision-
making process can be argued to unique in every company to some extent and the variables 
impacting it cannot be quantified in efficient way a qualitative research method fits this 
specific of research better than quantitative. According to Saunders et al. (2009: 151) 
qualitative method refers to what is the form of data collected in the empirical part of the 
research. In qualitative method, the data is not in numerical form, but it can be for example 
interviews, observations or written texts. In this research the primary data was gathered 
through nine semi-structured interviews held with the case company employees from 
various positions. Additionally, the company publications such as annual reports were used 
as a secondary source of data to complement the primary data. (Gaya & Smith 2016: 531; 
Saunders et al. 2009: 151) 
 
According to Gaya et al. (2016: 532) if utilizing qualitative methods in data collection there 
are three main aspects that need to be considered and addressed: Quality, integrity and 
reliability. Quality of the research was confirmed by securing interviewees from wide 
variety of relevant different functions within the case company as well as from high enough 
positions varying from CEO to Business intelligence manager. Integrity was secured by 
having the interviews as one on one and cross referencing the data to make sure that there 
are no contradictions. Reliability of the data was established similar way as in integrity by 
making sure that the received data from the interviews does not have contradictions and the 
interviewees had similar views from the interview topics. 
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3.6. Data collection and analysis 
 
Data collection is a crucial part of research. When utilizing qualitative research method in 
collaboration with case study research strategy the researcher will be inquiring information 
from individuals at the target organization of the case study. Data collection in a case study 
research strategy context requires a careful plan as the environment where the data 
collection will occur is often uncontrolled by the researcher. There are several issues that 
the researcher need to account before starting the data collection process. For example, the 
availability of the key personnel for the information sources, the interviewees might not be 
co-operating and that the researcher need to able to adjust the line of questioning and adapt 
to the prevailing circumstances. (Yin 2009: 85.) 
 
Due to the nature of this research and the diversity of interviewees the chosen interview 
method for this research is semi-structured interviews. Semi-structured interviews allow the 
researcher to establish topics of interest for the interview, without specific line of 
questioning, which are vital for answering the research question and researching the 
objectives. Because of the wide variety of interviewees from different functions within the 
case company the weight between the core themes in the interviews varied according to the 
expertise of the interviewee. The job titles of the interviewees can be seen in the figure 10. 
below. The semi-structured interview method allows flexibility for the researcher and 
possibilities to adapt and control the conditions better for the interview situation. (Saunders 
et al. 2009: 318 – 321, 485 – 488.) 
 
 
Figure 10. Job titles of the interviewees 
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The primary data for this research was gathered by interviewing the case company 
employees. Total of nine in-depth semi-structured interviews were conducted for this 
research, which resembled a discussion. Data from the interviews were transcribed by the 
researcher and grouped under the management control systems, objectives and goals, 
business intelligence, strategic-decision making and data sources, which are the five main 
themes of this study. The input for each theme varied based on the position of the 
interviewee within the case company.  
 
The transcribed data from interviews was enriched by the notes taken by the researcher 
during the interviews. The key message and points from each interview were inputted under 
correct topic into a spreadsheet created for analyze purposes. From these five different main 
themes a holistic view was derived what the current situation in the case company was and 
how the interviewees perceived the different themes and their association with each other. 
Main emphasis was on finding the causal relationships as well as how well these topics are 
understood and executed within the case company. Additionally, comments were in broader 
context analyzed to fully understand the relationships between the themes instead of just 
using for example key words. (Saunders et al. 2009: 318 – 321, 485 – 488.) 
 
Secondary data utilized in this research will consist from internal and external publications 
that the company possesses. For example, as the case company is publicly listed company it 
has to publish the annual report on a yearly basis. Additionally, other internal documents 
that concerns this research topic will be utilized as secondary data. The secondary data’s 
main target is to support the primary data gathered through interviews. Additionally, 
secondary data can be used to clarify and fulfill the possible information gaps that might be 
revealed during the analyze process of the primary data. (Saunders et al. 2009: 246 – 247.) 
 
3.7. Reliability and validity of the research 
 
Addressing the reliability and validity of any research it vital aspect. Without addressing 
reliability and validity, the research cannot be stated as academic research. Reliability 
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according to Saunders et al. (2009: 156) can be defined as: “to which your data collection 
techniques or analysis procedures will yield consistent findings”. Additionally, reliability 
can be ensured through certain process. The simplest way to ensure reliability is to conduct 
the research as someone is constantly evaluating and overseeing the work in progress (Yin 
2009: 45). Validity on the other hand is concerned about the results of the gathered data 
after it has been analyzed and is the relationship between determined variables of the 
research causal or not (Saunders et al. 2009: 157). 
 
Due to the chosen interview method, the level of standardization can cause concern for 
reliability of the research. Also, the common reliability factor associated with interviews is 
the bias approach from the interviewer. Often the research can be considered as reliable if 
another researcher can mimic the research with same end results. However, when doing a 
case study research, it is connected to a specific time period in reality, which can be used as 
an argument to counter reliability issues concerned to using semi-structured interviews in 
case studies. Also, most often such research is not meant to be duplicated or mimicked and 
the prevailing conditions in the case company could have changed to a large extent. 
(Saunders et al. 2009: 326 – 328.) 
 
Validity can be divided into external and internal validity. External validity is often also 
referred as generalizability of the research. In a single case study research the 
generalizability can become an issue. However, it can be addressed by simply stating that 
the purpose of the research is to address the specific research objective in the case company 
and not to create a theory that is generalizable to wider population. Internal validity 
addresses the issue if the researcher has accounted for all the variables that are influencing 
the core of the research. Basically, it comes down to researches capability to identify all the 
relevant causal relationships that are influencing the research problem. (Saunders et al. 
2009: 157 – 158; Yin 2009: 42 – 43.) 
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4. RESULTS AND ANALYSIS 
 
 
4.1. Case company 
 
Case company where the empirical part of this research was conducted will stay 
anonymous due to their request as this thesis will be published and made available to 
public. Case company is a publicly listed company and it is operating in industrial 
manufacturing industry. Company employs several thousand employees and it has turnover 
of over one billion euros. Also, the case company is a global company having operations 
and manufacturing in countries such as China, USA, Brazil, Russia and in several European 
countries. With the facts above about the case company it is safe to argue that it is 
interesting research target. Also, the topics researched in this thesis are topics that should be 
interested by the company executives due to the value and possibilities for future 
development. 
 
4.2. Management control systems 
 
The interviewees in the case company recognized the components of management control 
system even if the term itself might not have been familiar. All of them were able explain 
and elaborate components after explaining the theory behind the management control 
systems. The interviewees from executive management team were able to elaborate the 
system in detail especially the parts that concerned the financial aspects of the management 
control system. As the interviewees were chosen from the fields of finance and information 
technology aspects such as communication, corporate culture, HR and social matters were 
not discussed in detail during the interviews even that they are vital part of the management 
control systems. 
 
Two clear processes in the context of this research contributing to the management control 
system in the case company are annual planning and business planning. The two processes 
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are quite close to each other, but they are done in different cycle and the time frame is 
different. Annual plan is done during the Q3 – Q4 and it concerns the coming year whereas 
the business plan is done in Q1 – Q2 and it is done for the next three years. Additionally, 
annual plan is lighter plan in comparison to the business plan. Both of the plans share 
components such as: sales, costs, capital expenditure, human resource figures and use of 
raw materials and energy. Business plan also has strategical elements in it that are reviewed 
and revised if needed such as product portfolio, business structure and financial targets. 
Financial success related KPI’s for the group is derived from these plans. Also, from the 
annual plan the case company communicates the financial targets for the next fiscal year to 
relevant stakeholders and shareholders. In practice, the annual plan provides short-term 
targets, which are communicated externally and internally whereas the business plan 
concentrates on long-term plans and strategies determining in which direction the company 
is heading and going.  
 
The process for both the annual and business plan is driven by the company strategy as well 
as the goals and objectives where the company as a whole wants to be. For the case 
company to be able to produce those two important parts of management control system an 
active dialogue between the group functions such as group controlling and business areas 
and units need to be carried out. The process itself is a bottom down approach. The initial 
information for the two plans comes from the plants. It goes through the business units 
onwards to business areas ending up in the group functions, which gathers all the 
information and consolidates it and also enriches it. From there on the evaluation and 
processing of the information begins in collaboration with the business units and areas to 
create the two plans, which are reachable and aligned with the company strategy and goals. 
The overall process was described by the interviewees as collaborative talks between the 
people in business functions as well as people in group functions. Additionally, some 
external resources have been utilized regarding for example market intelligence or pricing 
forecasts of key commodities such as pulp. 
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The annual and business plan are evaluated twice a year by the executive management team 
as well as board of directors. In these evaluations, the forecasted figures and other aspects 
of the annual and business plans are measured against the actual historical figures as well as 
against the strategy and goals and objectives of the whole company. Also, the markets 
where the case company is operating is evaluated from point-of-view of for example new 
legislation and regulation as well as what is happening in the key markets and in 
megatrends that the case company is taking advantage of. 
 
4.3. Strategic-decision making 
 
For strategic-decision making in the case company there is a high-level process in place. 
Basically, if you evaluate the strategic decision process from far enough perspective there 
are pre-determined steps that need to be concluded in order to make the strategic decision 
effective throughout the company. These steps are determined by the executive 
management team and by the board of directors. According to the interviewees the reality is 
that for strategic-decision making the broad parameters and perimeter comes from the 
group policies and strategy. However, depending on what is the decision being made it has 
its own unique qualities that determine how the actual process goes. For example, whether 
the strategic decision concerns a business area, a specific factory or a part of group 
functions the details of the process differs. 
 
The pre-determined steps that are present in the strategic-decision making in the case 
company are according to an interviewee: “authorization from the board, kick off meeting 
to activate the external and internal resources required to run the project, sanity check with 
board that basically presents ready-made case to the board of directors and is then either 
approved or disapproved.” The previous points describe how the internal process is built 
from the board of director’s perspective. Naturally, there are several other phases 
depending on what the strategic decision concerns, but they are more case by case type of 
actions rather than clear processes that can be applied to every strategic-decision making 
process. However, according to interviewees common factors that can be identified when 
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making strategic decisions in the case company are for example: including the relevant 
internal and external personnel to the process and relevant information regarding the case at 
hand. 
 
The interviewees acknowledged several possible drivers for strategic-decision making in 
the case company. Also, there are several possible levels from where the initial motivation  
and demand for strategic decisions may arise depending on what the decision is concerned 
about. The decided strategy of the case company is the driver and influencer in the 
background of the strategic decisions in the case company. For example, if the company’s 
strategy is to achieve either organic or inorganic growth the background influence and 
driver is determined in the overall strategy. The strategy signals for business areas to start 
mapping possible targets that would made sense to purchase in or start coming up ways to 
achieve organic growth through operational and tactical decisions. Also, the board of 
directors or executive management team often act as an initial driver in the strategic-
decision making process to contribute to the case company’s strategy. Practical example 
given by an interviewer where the executive management team acted as an initial driver 
was the strategic decision to set up financial and customer service centers. The goal of this 
strategic decision was to achieve cost savings to improve profitability as it has been one of 
the objectives defined by the case company’s strategy.  
 
There are several influencers to the strategic-decision making process in the case company. 
The strategic decisions can have impact either to several aspects of the case company or 
just a specific target. Due to this there are often several internal and possibly external 
stakeholders, which makes the number of possible influencers broad. According to the 
interviewees the most influential stakeholders are the board of directors and executive 
management team. The board of directors and executive management team have several 
possible ways to influence the company’s strategic-decision making. They can influence it 
through for example through different committees such as audit committee or by simply 
being in position with power. The interviewees clearly recognized that the board of 
directors have most of the power in company as well as the responsibility for the case 
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company’s shareholders on strategical level. However, the operational and tactical power 
was on the executive management team. Even if the personal characteristics or 
combinations were not part of this research they came up during the discussions about 
strategic-decision making in the case company. Almost every one of the interviewees said 
that single most influential person from strategic-decision making point of view is the 
chairman of the board. Also, the CEO and CFO carry a significant influence when it comes 
to strategic- decision making. The ambitions and personal characteristics of the persons 
who have significant influence can guide the strategy of the company in to the desired 
direction and therefore they can influence the strategic decisions to a large extent. 
 
According to the interviewees from the case company external and internal data has always 
role in the strategic-decision making. The data or information utilized can be seen as a 
support for the strategic decisions being made or it can be a driver for it. For example, an 
interviewee from business unit gave an example where the information can be a driver of 
strategic decision: “To ensure that the company would have capacity in the plants to fulfill 
the demand of certain products that market intelligence suggested would have significant 
demand in the future and also to lower production costs a strategic decision to build or 
modify factories could be made”. Data and information are present during the whole 
process and it is adjusted along the way of the whole strategic-decision making process. 
The adjustment is needed as often the time frame of strategic-decisions are measured in 
months, which can result in changes in the underlying data. Later, in this study there is own 
chapter that assesses the internal and external information and data in detail.  
 
Depending on strategic decision context a relevant internal and external personnel are 
included in the process based on the demands of the strategic decision. When asked from 
the interviewees on general level who are the personnel often included in the strategic-
decision making the following were mentioned: 
 
• External layer firms depending on the case (e.g. Hannes Snellman or Castren 
& Snellman) 
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• External corporate finance professionals (e.g. Advium, banks corporate and 
debt financing specialists) 
• External consultants from various fields that facilitate the company in order 
to implement the strategic decision in business areas (e.g. commercial 
excellence) 
• Controllers and other financial organizations from relevant business areas or 
plants or from Group controlling (Controllers were mentioned to be in key 
positions as providers and gatekeepers of data and information. Also, they 
often have the most recent view of how the business is doing and latest 
updates) 
• Internal legal department 
• Specific internal personnel such as VP M&A, VP Group controlling and VP 
Treasury 
 
All of the above mentioned personnel contribute to the strategic-decision making according 
to the demand. Often when using external resources, the requested information is in the 
form of analysis as for example: market intelligence, debt markets or discounted cash flow 
valuation or as an advisory type of role for the board of directors or executive management 
team. The internal personnel provide analysis and information from the case company point 
of view as well as what kind of impacts the strategic decision being made could have to the 
case company. Clear point that every interviewee highlighted that generally the strategic-
decision making in the case company is not a result of a specific or a predetermined process 
but neither it is just based on ad hoc reports. Strategic-decision making is experienced as a 
sum of several different functions, actions and drivers that are included according to the 
demand of the strategic decision being made. 
 
4.4. Objectives and goals 
 
All of the interviewees from the business areas and group functions felt that the case 
company has managed to communicate its goals and objectives clearly to all levels of the 
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company after the latest strategy update. Interviewees from the business units perceived the 
goals and objectives communicated in the latest strategy update as a broad operating field 
and boundaries to business units and business areas that then have autonomy to some extent 
from operational, tactical and strategical point of view to meet these goals and objectives. 
Also, all of the interviewees felt that the goals and objectives set for the case company 
during the latest strategy update were achievable. More importantly they were experienced 
important in order to turn around the company and make it profitable and growing company 
in its main business environment.   
 
The latest strategy update was described by the case company executives as: “short-term 
operational strategy update to turnaround the case company”. The main themes of this 
operational strategy update were: commercial excellence, growth, simplification and 
increasing profitability. Commercial excellence was concerned about making pricing more 
dynamic and getting products faster to different markets. Growth simply aimed to get the 
company on growth path via organic and inorganic growth. Basically, this means 
investments, possible acquisitions and securing higher level of utilization of the company 
assets i.e. factories. Simplification meant for example giving up matrix organization and 
simplifying the organizational structures in business unit and area level as well as in the 
group functions. The goal was to make the organization more agile and lean in order to 
achieve success and reduce costs. Increased profitability is the sum of all of the above and 
the case company had concrete operational result goal determined, which was 8 % by the 
end of 2018.    
 
As said earlier all of the interviewees felt that the case company had managed to 
communicate the goals and objectives of the case company successfully in all the levels of 
the company from factories to top management and the reason for can be found how the 
objectives and goals were planned and established. Each of the four specific objectives and 
goals derived from the strategy of the case company were planned in collaboration with the 
relevant people that would help the case company to achieve that specific goal or objective. 
In many of the objectives such as gaining growth the goal was set as a bottom down 
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approach. Business units and business areas were consulted and asked for input on practical 
level how they could achieve growth in their own specific business segments. On the other 
hand, the commercial excellence was more from top down to bottom process. However, 
with this strategical objective the top management of the case company provided specific 
tools and guidance on how the business areas and units could achieve the commercial 
excellence goals and objectives. This resulted in having unified process and the lower 
levels of the case company was not just let on their own and figure out how to achieve that 
specific objective. 
 
The key aspect that the company CEO, executive management team and the board of 
management at that time had figured out was that before setting or communicating any of 
the goals or objectives based on strategy they need to figure out the fundamentals of each of 
the goals and objectives. After determining the fundamentals, the CEO, board of directors 
and the executive management team evaluated and specified how the company could 
actually achieve the goals and objectives. They also included the relevant personnel from 
different functions to this process to ensure having input from several sources. This resulted 
in having achievable goals and objectives that would be achievable by the company and all 
of the business areas and business units. Moreover, the goals and objectives would be easier 
to communicate throughout the case company organization as the personnel from 
organization had already been included in the early stages to the process. In essence, they 
were not just words on a power point show created and communicated by the top 
management to different levels of the company.      
 
Even if the goals and objectives in a company are formed in a collaboration with various 
levels of the company there is still the practical executing of the strategy to reach the goals 
and objectives to be considered. According to an interviewee when it comes to the practical 
execution of strategy the most important personnel are the business area and business unit 
leaders. The business area and business unit leaders are the ones who has the responsibility 
from tactical and operational point of view in the case company and they carry a lot of 
influence, which is considered to be important when implementing new strategical changes 
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to meet the objectives and goals. It was highlighted by an interviewee that the case 
company has managed to fulfill the important positions from practical strategy execution 
point of view with right personnel. Hence, the latest strategy update was successfully 
communicated as well as executed according to the interviewees as well as the financial 
statements of the company from the past few years. 
 
Interviewees, especially from business units and business areas highlighted that even if the 
goals and objectives were communicated properly by the top management and generally the 
practical execution of strategy supported them there has been cases where the strategic 
decisions taken has not supported achieving the goals and objectives. Quite often the cases 
described by the interviewees where strategic-decision making did not support directly 
achieving the goals and objectives established were related to fixing or enhancing the 
financial situation of the case company. For example, even if the goal or objective has been 
growth the case company might have liquidated or sell business units or single factories to 
enhance the balance sheet of either the subsidiary or parent company or both. By selling or 
liquidating parts of the company the growth in the specific business area or business unit 
has suffered making achieving the goals and objectives established difficult or even 
impossible. 
 
Just to summarize the latest strategy update was experienced as positive from several 
different aspects by the interviewees from the group functions as well as from the business 
areas and business units. The positive comments came from the overall process of 
establishing strategy, how it was communicated and practically implemented on all levels 
of the company. Especially, the bottom to upwards approach received positive comments 
when establishing the financial targets throughout the case company. Also, the goals and 
objectives were for the most part practical and easily understood. However, there was few 
interviewees who highlighted that the case company could still invest more in to 
developing the strategy and making it even more concrete with clear practical goals that 
would enhance the financial success of the case company even further. Also, establishing 
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stable environment for growing the business steadily were discussed in the context of 
objectives and goal setting. 
 
4.5. Data sources 
 
Depending on the position of the interviewee the amount of data sources utilized varied to a 
large extent. Additionally, the type of data or information source whether it is for example 
internal or external varied also depending on the position and role of the interviewee. Some 
of the interviewees valued and experienced the external data sources more important in 
comparison to the internal data sources. However, all of the interviewees recognized the 
importance and value of data and information whether it is internal or external. The case 
company has also invested especially in the processes and structure of how the data and 
information is managed, monitored and delivered to the relevant stakeholders within the 
case company. 
 
Due to the characteristics of the case company being truly a global manufacturing company 
with significant turnover per annum results in having several internal data sources, from 
which financial information can be argued to be the most important according to the 
interviewees. The financial aspect of information and data is connected to all data in some 
extent in this context. Financial information is not just gathering the data and information to 
provide the financial statements for internal and external stakeholders as well as for 
shareholders. Internal financial information and data according to interviewees consists and 
relate to for example the following: 
 
• Information required by the financial statements e.g. assets, liabilities, profit & loss, 
revenue, sales, expenses, equity impacts and capital structure 
• Supply chain data 
• Sales information 
• pricing information 
• Market data and information 
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• Forecasts i.e. annual and business plan 
• Product, business area and business unit portfolio management data 
 
In the case company, generally the data is received from the lower levels of the company in 
its hierarchy. Often the source of the data itself is in the factory or business unit that 
actually produces, sells and delivers the products to the customers as well as procure the 
raw materials from the suppliers. When the data travels through the different functions and 
persons in the factory, business units and business areas it is converted into information that 
is utilized accordingly by different group functions, executive management team or 
business area or business unit leadership. To summarize and generalize basically the data is 
generated in the lowest levels of the company and it travels through different processes and 
person ending up to the desk of CEO, CFO and the board of directors as relevant 
information that can be utilized in various different ways depending on what the 
information contains. 
 
The interviewees perceived that the current state of the internal reporting system is in good 
shape if comparing to situation five years ago. For example, the accuracy of forecasts has 
increased significantly due to the investments in the reporting of the financial information. 
Also, the interviewees felt that if benchmarking the reporting system to other publicly listed 
companies with global operations and approximately same turnover the case company is by 
far over average. The financial reporting system is at the core when turning data into 
information and getting it through the different processes and persons into a form that can 
be utilized. As the current reporting system was experienced as effective and well-
functioning by the interviewees the information that it produces was seen as reliable and 
also up to date. The main building blocks where the reporting system consists from in the 
case company are: 
 
• SAP, enterprise resource planning software 
• Hyperion financial management, consolidation program for financial statements 
• SAP business warehouse, collection data from various different internal sources 
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• Analyses and processing of data done by relevant personnel that has access to the 
data and information 
 
SAP as a program holds significant amounts of data in the case company. For example, all 
the accounts payable and accounts receivable, vendor and supplier data, production 
information and other financial information from the subsidiaries. SAP is according to the 
interviewees the single most important program in order for the case company to run its 
daily operations. The main reason for this are the drill capabilities of the program, the user 
can start drilling down from specific balance sheet account of subsidiary or parent company 
and end viewing a single invoice from a supplier. Also, high level of standardization and 
links to other programs such as Hyperion financial management and SAP business 
warehouse were valued highly. 
 
The case company has established a data warehouse called SAP Business warehouse, 
which at the same time has business intelligence qualities. The program is used to gather 
and store data as well as to combine it from various different sources. SAP Business 
warehouse combines several databases related mainly to business functions such as sales, 
marketing and customer service but also financial data. This data can be combined and 
analyzed according to the need and demand and utilized to understand different kind of 
occurrences and phenomena that takes place in the business areas and business units of the 
case company. The program combines for example detailed sales data from different 
systems with financial data from SAP to evaluate profitability or margins related to specific 
products or customers. 
 
Hyperion financial management system is solely a consolidation system. The system itself 
contains all the crucial financial information that is required for financial statements and 
financial analyzes. Hyperion financial management system gathers data from different 
sources that contain financial information within the case company such as SAP. It is used 
to produce all the financial statements that are also communicated to external stake and 
shareholders. Hyperion financial management system is also utilized for several 
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management accounting purposes when producing financial analyzes according to specific 
needs. Additionally, the Hyperion financial management software can be used for scenario 
analysis as it has the capabilities of inputting manual variables that will have for example 
impact in future cash flows or revenues.     
 
The raw financial data is mainly held in the SAP in the case company. The Hyperion 
financial management and SAP business warehouse are tools that can be utilized to convert 
the data into information. However, despite having capable and intellect software it is not 
enough if the personnel do not know how take out most out of the tools provided. 
Therefore, it was highlighted by the interviewees that it is crucial to have capable persons 
in right positions within the case company. In the correct positions the persons are most 
beneficial for the case company and they can utilize their own strengths in their work and 
simultaneously take advantage of the provided IT solutions.  
 
Almost all of the interviewees highlighted the importance of controllers when taking 
advantage of the available data sources and turning data into usable information. Especially 
the controllers in business units and business areas received positive feedback from their 
abilities and capabilities when delivering analyzes or required month end figures for the 
group to be able to produce the relevant financial statements. Controllers were described as 
the gatekeepers of data and information. Hence, it is important that the company is able 
position correct people in right positions to harvest the benefits of the implemented 
processes, systems and software. 
 
Concrete process development that was mentioned by an interviewee where the company 
improvement their visibility and understanding of causality was changing the process of 
managing costs. In the past, the procurement, supply chain management and sales had 
separate organizations where they had own budgets, KPI’s and targets. This worked quite 
well but the relationship between pricing and procurement was not simple to establish. This 
was due to having different organizations, different reporting methods and different targets 
where they should focus. The process development that the case company made  according 
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to the interviewee was that they transferred the responsibility from separate organization to 
the respective business unit or business area. This resulted in having better understanding of 
how the overall cost of raw materials should be reflected in pricing and it increased the 
visibility and transparency in great detail. Additionally, other cost drivers were recognized 
due to this change and development. This is a practical example of leveraging the existing 
data in the case company to achieve additional benefits from it. Moreover, the change in 
this case was successful and just by reorganizing the existing internal components in the 
case company it managed achieve additional and valuable benefits.  
 
External data sources were utilized in the case company to a large extent. However, their 
use was more specific and in-depth type of information that cannot be produced internally 
without significant resources. Interviewees from business units and business areas 
highlighted that when taking advantage of external data, the most common target was 
competitor analysis or market intelligence. Also, the support functions especially in the 
field of finance and treasury in the group utilize external data sources in order for them to 
carry out the daily work. Each of the interviewees said that their organization or function in 
the case company utilize external data sources in some form. The weight and importance of 
external data sources depended heavily where the interviewees were working in the case 
company.   
 
Market intelligence was described by the interviewees in the business areas and business 
units to be valuable even that it is often costly to conduct market intelligence studies. The 
contents often were quite specific market studies of certain products or portfolios. Also, 
type of future market developments and estimates were considered to be valuable 
information for the case company. One frequent study according to the interviewees that 
the case company utilized two to three times a year was the price development of their key 
raw materials for production. Additionally, data services concerned about credit risk 
regarding customers were in place as having customers with insufficient credit rating can 
result in having significant losses. Basically, the case company bought service and access to 
a external database that holds customer financial data such as they payment behavior and 
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credit rating. Especially new customers were screened through this service in order to 
reduce the risk that the case company would carry with its specific customers. According to 
the screening results a credit amount per customer was determined. 
 
Group support functions mainly take advantage of the relevant market data from the 
external data sources that is perceived important for the functions to complete their tasks. 
The nature of this data is something that cannot be managed or created internally with 
sufficient amount of work. Also, it is highly important that the data is correct and on timely 
in the different systems utilized by the functions. This data is for example: 
 
• Currency rates 
• Interest rates 
• Forward curves 
• FRA curves 
• Volatility indices 
 
All the rates are determined by different institutions and they are published with 
predetermined schedule. As many of the applications rely and uses the different rates 
constantly there need to be a full proof import of that external data to the different systems. 
For example, should the currency rates be inputted incorrectly the data extracted from the 
systems would not be accurate and as some of the currency rates can be quite volatile it 
could cause significant problems when interpreting the data or the information produced 
from the data. The main sources utilized are the Bloomberg terminal, Reuters DataScope 
and ECB publications. According to the interviewees these systems operate in the 
background, but they have vital role in the daily work and ensuring that the produced 
information is updated and represents the actual situation. Additionally, Bloomberg is being 
utilized for several ad hoc types of management reports that require the use of market data 
such as bond yield curves or bond pricing in the aftermarket. 
 
73 
 
Clear improvement aspect that rose during the interviews especially from the business 
personnel was the gathering of external market data. There are vast amounts of data 
available in the business units and areas, but there is no centralized system or process in 
place at moment that would systemically gather that data for other business units, business 
areas and the group to use and take advantage of. Based on comments from interviewees 
this was seen as a highly beneficial and important as it would enable better understanding 
from the markets and in which direction it is moving. Another additional benefit would be 
to deliver more accurate forecasts for the management control systems for the board and 
executive management team to review and act on. 
 
4.6. Business intelligence solutions 
 
As business intelligence as a term can be quite ambiguous and the definitions vary 
according to different authors the interviewer asked the interviewees to explain what they 
perceive as business intelligence and how they would define it. Interviewees took practical 
approach when asked to define business intelligence and the definition was that business 
intelligence gathers data from various sources, combines it and is able to present it in 
understandable and preferably beneficial from. Also, the possibilities to understand 
impacting factors to a specific occurrence and new points-of-view were mentioned by few 
interviewees. 
 
All the interviewees clearly recognized the possible benefits of business intelligence 
solutions and how they can influence and add transparency to the management control 
system as well as strategic-decision making in the case company. However, it was also 
highlighted that the case company currently has very limited business intelligence solutions 
implemented if any and the general consensus was that if comparing with a peer group the 
case company was not at par with them when it comes to the utilization of business 
intelligence solutions. Another aspect, which was mentioned consistently was the costs 
incurring from implementing business intelligence solutions and the amount of resources it 
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requires. Additionally, the amount of suppliers in the industry were mentioned, which the 
interviewers perceived as a challenge. 
 
All of the interviewees recognized the current situation in the context of business 
intelligence in the case company and mentioned that in the future there should be more 
emphasis on achieving benefits through implementing business intelligence solutions. 
Whether the company has little or any business intelligence solutions in place varied 
according to interviewee and how the interviewee defines business intelligence or what can 
be seen as business intelligence. For example, interviewees from business units and 
business areas did not recognize the business intelligence solutions as well as if comparing 
interviewees from group functions such as IT department or Group controlling. 
 
When shown the Figure 3. Business intelligence framework (adapted from Baars et al. 
2008: 138) to the interviewees from the IT related positions they recognized that the 
company has the data, logic and access layers in place for specific programs and some of 
them can utilize data from few different data layers. However, there is no system in place 
that could gather data from all the possible sources and refine it into analyzed and 
beneficial form. The case company has been investigating the possibilities to start a group 
wide business intelligence project to achieve the benefits from all the data available but 
there are significant challenges in terms of costs, resources and existing IT platform. 
 
The interviewees recognized two different solutions that the case company has internally 
either modified or developed to act as a first stages of business intelligence for internal 
purposes. Group controlling has built on top of SAP business warehouse several different 
methods how to combine and analyze the provided data from few sources. These methods 
mainly involve utilizing excel based retrieves & VBA coding to turn the available data into 
information such as different type of graphical illustrations and analyzes that can be utilized 
by the relevant personnel. Another solution mentioned that has some characteristics of 
business intelligence solution was the consolidation system called Hyperion financial 
management. However, the system is not capable of combining for example financial data 
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with production or supply chain data but it can solely provide in depth analysis from the 
case company financials. The company personnel have developed the system in the 
direction of business intelligence and solely from financial data perspective it can deliver 
extensive information and analysis. However, the interviewees pointed out that there is not 
a standardized way of working with these solutions but rather every user has their own way 
of taking advantage of them. 
 
Both of the above-mentioned solutions have the drill down capabilities and they have few 
sources of internal data within the case company. The interviewees perceived them 
beneficial for their daily work. However, it was highlighted that neither of them can offer 
for example dash board type of single views from specific key ratios within the whole 
group or specific plant or business area. Additionally, the solutions mainly offer 
retrospective way of analyzing data instead of having possibilities to create forecast and be 
more forward looking. Also, the effectiveness of those early stage business intelligence 
solutions are highly dependent on the user and how capable the person is in creating 
different type of retrieves or coding in excel. That also influences the reliability of the 
information provided and can cause quite significant differences between the actual 
situation and what the analyze represents.   
 
The business intelligence as a topic was considered to be important. Every interviewee saw 
great benefits from investing time, resources and cash for the case company to have 
sufficient business intelligence platform in the future. Concrete benefits mentioned by 
interviewees were for example: 
 
• Frequency of reporting. Now done basically on monthly basis, with business 
intelligence solution implemented the optimal or best case scenario would be to 
follow information on real time basis 
• Business intelligence would enable faster reactions towards for example market 
changes or balancing the plant’s production 
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• Business intelligence would enable the company to have more objective and 
enriched information  
• Significant reduction in manually gathering and combining data into relevant 
information 
 
The interviewees also mentioned significant risks and challenges that should be addressed 
before starting a project of this magnitude. For example, interviewees mentioned that 
business intelligence solution can only offer the platform where data is gathered and 
analyzed but finding e.g. the commercial benefits relies on the persons. Additionally, no 
one can say what type of benefits there could in beforehand, but the benefits could be 
achieved only after the implementation. Also, implementing business intelligence solution 
would require significant ground work to get all the data from various different systems in a 
form, which could be utilized by the business intelligence solution. 
 
The interviewees form positions that have either operative or strategic decision-making 
responsibility perceived data and information crucial in order to make a best possible 
decision in any given situation. Therefore, these interviewees were especially interested to 
push for new and more comprehensive solutions to gather and analyze information to 
support their decision-making. They highlighted that information always plays significant 
role either as a support for the decision being made or in some cases it can even drive the 
whole decision-making process. By having sufficient business intelligence solution in 
place, it could impact the whole decision-making culture and process in the company. 
Although interviewees highlighted that human factor will always be present especially in 
strategic decision-making as it often requires making assumptions about the future, but 
business intelligence could help to reduce the uncertainty of known factors. 
 
4.7. Key points from interviews  
 
The figure 10. below summarizes the data gathered from the interviews held in the case 
company. The key topics covered in this study are listed in the left column and the 
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summarized comments based on the interviews held in the case company on the right 
column. The topic of this thesis is complex, and it influences and impacts the case company 
on several levels as the summarized comments in figure 10. above show. The comments are 
not direct quotes from the interviews, but they are condensed from all the interview data 
after performing the analysis on the raw data.  
 
 
Figure 11. Summary of interview results. 
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5. DISCUSSION AND CONCLUSIONS 
 
 
This chapter gathers and presents the key findings regarding strategic decision-making 
process and how financial data influences and impacts it in the case company. The most 
important results and findings from the interviews will be presented with the theoretical 
review in mind. Also, the research questions will be answered, comparison against existing 
research will be discussed and limitations and future research suggestions will be 
introduced. 
 
5.1. Theoretical contribution 
 
This summary from the key findings regarding the empirical part of the research aims to 
give short and condensed answers to the research questions and objectives that were 
determined in the first chapter of this study. Both of the research questions are listed below 
for a reminder:  
 
RQ 1.  How company’s top management utilize internal financial data in strategic 
  decision-making? 
 
 RQ 2. What are the main information sources of financial data and what is the role 
  of business intelligence solutions in providing and managing the available 
  data?  
 
The key findings will be presented in the same logical order as the empirical findings were 
presented in the previous chapter. First the key findings regarding management control 
systems and strategic decision-making will be presented followed by the objectives and 
goals and data sources. Finally, findings concerning business intelligence will be discussed 
and an overall conclusion from all the topics.   
 
79 
 
 
Management control system as a term was not familiar with the all of the interviewees but 
they did recognize the components and acknowledged their existence in the case company. 
Annual and business plans were the two clear products and outputs in the context of this 
study that were recognized and highlighted by the interviewees. Annual plan and business 
plan both relate to the financial planning of the case company and the main difference 
between the two plans is the time horizon that they cover. Also, the annual plan is used to 
communicate next year’s financial targets for external shareholders. Additionally, business 
plan is more extensive as it is done for the next three years and it covers wider range of 
topics in comparison to annual plan. 
 
Both of the plans reflect the company’s strategy and they form the parameters how the 
company should operate as well as in which direction the case company should be going. 
The process for making these plans annually is generally from bottom up meaning that the 
main input comes from the actual plants and other subsidiaries and that data is then refined 
on group level to be able to grasp that overall picture from the case company and how it 
will be performing in the future. Both of the plans are reviewed and approved by the board 
of directors during the year and revised if there are for example major changes occurring in 
the business environment where the case company is operating that require some kind of 
amendments to either of these plans.   
 
There is a strategic decision-making process in place in the case company if the process is 
evaluated from high enough perspective. However, it was highlighted by the interviewees 
that each strategic decision usually has unique qualities leading to the fact there is no 
specific process determined within the case company. There are certain steps that needs to 
be taken during the process, but they are more of review and checking type of steps instead 
of actual process. Two distinctive factors that are almost always in present in strategical 
decision-making according to the interviewees were the activation of internal and external 
resources as well review and gathering of relevant internal and external data that has 
relevance in the context of the decision. 
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The interviewees emphasized that there can be several different drivers for strategic 
decision-making in the case company. Additionally, the initial motivation for either 
strategic change or decisions can come from different levels within the company or even 
from external sources. The strategy itself that the company has committed to gives 
parameters and direction where the company as a whole would like to go. The given 
parameters then guide how the subsidiaries try to develop their own businesses whether it is 
for example achieving growth, cutting costs or increasing margins. Basically, the push for 
making strategic changes can be a bottom up type of process or vice versa or something in 
between depending on the case. Additionally, the interviewees recognized several 
influencer’s regarding strategic decision-making in the case company. By far the most 
influential internal influencers according to interviewees were CEO, CFO and the board of 
directors. Also, external influencers such as significant shareholders were mentioned by the 
interviewees to have influence. 
 
Data has always a role in strategic decision-making in the case company. Role of the data 
was seen as twofold in the case company, either the data was utilized to support the 
strategic decision-making, or it was the cause for making strategical changes or decisions. 
In any case the data was part of the strategic decision-making progress and it was also 
mentioned that it often required refining and adjustments during the process. The 
refinement and adjustments were important as often the timeline in making strategic 
decisions can be in months or in some rare cases even in years. As the data is often 
gathered from various internal and external sources and it has several possible users there is 
significant amount of internal and external counterparties involved in data gathering, 
refining and usage. 
 
The interviewees in group functions and business areas felt the that the case company has 
managed successfully communicate the goals and objectives in the recent strategy update. 
The reason for this according to interviewees was that the goals and objectives were 
derived directly from the company’s strategy and all the relevant personnel and entities 
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were included in the planning process. By establishing the goals and objectives in 
collaborative manner the case company ensured high level of commitment and also that the 
targets were achievable. 
 
Internal and external data sources were experienced important according to the 
interviewees. Depending on the position of the interviewee the usage varied a lot, but the 
main consensus was that data sources were seen as crucial for the success of the case 
company. During the past years the company has made investments on how the data is 
processed and refined as information to be used within the case company. The interviewees 
stated that the company has made significant improvements on getting the data from 
subsidiaries and how it is converted into usable information. For example, the use of SAP 
and business warehouse and developing the drilldown capabilities for those programs were 
mentioned as an example. 
 
The use of external data sources in the case company is extensive. However, they were 
often function specific and not in a group wide use. Especially the finance related functions 
such as Group controlling and Group treasury used wide variety of external data sources. 
On the business side the use of external data sources or consultants is often tied to a 
competitor or market analysis to give in-depth knowledge and information of for example 
specific product portfolio’s or possible future market developments. One clear 
improvement aspect related to market intelligence according to the interviewees was a 
system that would gather the market knowledge and information from the business units 
centrally.     
 
Business intelligence as a topic was perceived important by the interviewees. However, 
interviewees also perceived that the level of business intelligence is not currently at par 
with their peer group and main competitors in the case company. However, the possible 
benefits of business intelligence were acknowledged by all of the interviewees. The 
benefits mentioned were for example the increased transparency and reliability in refined 
information. Also, the possible implications for strategic decision-making were mentioned 
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from the point-of-view of making decisions based on more accurate and in-depth analysis 
provided by the business intelligence solution. 
 
The interviewees from IT department recognized that the case company has data, logic and 
access layers in place for specific programs such as Hyperion financial management. 
However, the case company does not have an access layer in place that could combine the 
data from all of the data or logic layers. Hence, the case company’s business intelligence is 
not currently at high level. However, there has been investigations on how to improve this 
situation as the company’s top management recognizes the potential benefits of having a 
comprehensive business intelligence system in place.  
 
This research has a close connection on how different companies operate on practical level 
therefore there are existing research and publications available that can be used to compare 
the results. For example, Gabuio & Lovallo & Sibony (2015: 361) found out that the more 
comprehensive the information gathered regarding the strategic decision at hand the more 
accurate decision can be made. This statement is directly in line with this research as every 
top level executive interviewed highlighted the importance of reliable and comprehensive 
data as the basis of the decision. Gabuio et al. (2015: 362) also state that the process of 
strategic decision-making has significant role in eroding the opinions from the equation as 
well as thoroughly understanding the causality of different variables. This statement itself is 
something that was not clear in the case company. There is a high level process in place for 
strategic decision-making in the case company if observed from far enough, but based on 
the argument of Gabuio et al. (2015: 362) the case company should develop a more detailed 
and standardized framework for strategic decision-making in order to achieve the benefits 
stated by Gabuio et al. (2015: 362.) 
 
Meredino & Dibb & Meadows & Quinn & Wilson  & Simkin  & Canhoto (2018: 67 - 68) 
established that due to the increased quality and availability of data in companies the 
process of making strategic decisions itself is impacted. In comparison to findings in this 
research the case company have not yet discovered this possibility internally. As stated 
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earlier there is a high-level process in place for strategic decision making but not a 
standardized one. However, accepting that the available data can also impact the whole 
process instead of just the outcome and quality of the decision could play a significant role 
in taking the strategic decision-making process to next level in the company. Meredino et 
al. (2018: 74) also highlighted that the board of directors and top management might not be 
willing to see the possible benefits of making investments towards business intelligence 
and big data to support the overall visibility and decision making within the company. In 
the case company, the top management recognized this fact and also that currently they 
were a not at par with their peer group when it comes to for example business intelligence. 
However, they had plans and projects to eliminate this gap and at the very least be at par 
with peer group, which suggests that they have recognized the value of internal data and 
information. 
 
Even with vast amounts of data and information available internally and externally to take 
advantage of and gain competitive edge there has to be clear goals and objectives. McAfee 
& Brynjolfsson (2012: 68) highlight this fact in their paper but they also state that 
additionally the board needs to be able to impact the decision-making processes in the 
company and adjust them to include the available data and information. In the case 
company the goals and objective setting was perceived to be on a good level. Goals and 
objectives were perceived to clear as well as achievable which could be seen as one reason 
that the company has been quite successful. But as in described in the previous paragraph 
the case company needs to put more emphasis on how the data and information can actually 
influence the whole decision-making process. 
 
5.2. Managerial implications 
 
Generally, this topic is quite practical, and it has direct implications in employee’s day to 
day work as well as to higher level strategic decision-making. The topic itself was 
perceived interesting as well as beneficial for the case company in the interviewees opinion. 
Many of the interviewees who worked with data and information highlighted the 
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importance of having sufficient tools in place managing the data, converting it into 
information and utilizing it. The executives who are concerned more about the high-level 
processes perceived the data and information as one of the key ingredients when making for 
example strategic decisions. 
 
The case company has clearly acknowledged the importance of data and information and 
also the possible benefits in the context of strategic decision-making. This research shows 
that there are several internal and external data sources in use that are utilized differently 
within different functions and business areas within the case company. By highlighting 
what data the case company is already using, other functions might notice that they could 
also benefit from having access to the same data that some other function already utilizes 
regularly. 
 
Another clear practical point that rose from the interviews was that currently the company 
is not at par with their peer companies when it comes to utilizing business intelligence 
solutions. This is a clear development point for the case company and many of the 
interviewees acknowledged the possibilities and potential benefits from investing in 
business intelligence solutions. Additionally, the interviewees recognized the future trends 
in terms of increasing amount of data sources in for example factories as well as in world 
generally. Also, terms such as internet of things and industrial internet were part of the 
business intelligence related discussions and it was highlighted that the case company needs 
to be able to take advantage of its internal resources i.e. data or information. 
 
The top management of the company and the board of directors could also investigate and 
try to find out how the actual strategic decision-making process within the company could 
be adjusted. As the Meredino et al. (2018) and McAfee et al. (2012) highlights the available 
information and data should have impact on the overall process not just the outcome and 
quality of the strategic decision-making.   
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5.3. Limitations of the research 
 
Main limitation regarding this research can be argued to be generalization to a larger 
population. This research was done in a single case company resulting in having data only 
from one source. However, generalization to a larger population was not a specific goal for 
this study but rather to find out how the financial data is utilized for strategic decision-
making in this case company. Also, from practical point of view the use of business 
intelligence and what data sources are being utilized by the case company was one of the 
research objectives. If evaluated from close enough perspective strategic decision-making, 
business intelligence and data sources can be argued to be unique in every company 
therefore the generalization of this type of study would not be possible in any case.    
 
Another limitation can be argued to be the number of interviewees used to gather the 
relevant data in the context of this research from the case company. Total of nine interviews 
were held in the case company and the positions of the interviewees varied from CEO of 
the company to a plant controller in a foreign country. As the chosen research method is 
qualitative instead of quantitative the answers varied according to the interviewees position 
in the case company. Some of the interviewees had more knowledge about for example the 
IT systems and what they are capable and what should be implemented whereas other 
interviewees had more knowledge from the high-level processes and how the information is 
utilized on top management level. 
 
Final limitation for this research can be argued to be the technological advancements in the 
field of analyzing and data collection. This study represents the case company and the 
situation it is in a one specific moment in timeline. The technological advancements are in 
today’s world fast and even major improvements can be implemented with fast pace the 
situation in the case company might have changed already by the time this research is 
finished.  
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5.4. Future research suggestions 
 
Personal influences on strategic decision-making on top level of any company were 
excluded on purpose in this study as it would have made the topic too wide to be 
manageable. However, this could one interesting field of research especially as a case study 
where there can be found clear contradictions between data or information and what was 
actually decided. This type of research essentially would be putting the quantitative data or 
information against qualitative data or vision that a specific person in the case company 
would have against each other. 
 
Another interesting field of research would investigate if internal or external data suggests 
making major strategical changes within the case company, but the case company’s 
strategy does not support this decision. It would interesting reading how the company 
management solves this type of conflicts and what have been the decision process arriving 
into a certain strategic decision. This type of situations could arise in for example in the 
field of mergers & acquisitions or sale of business units. If for example the company’s 
strategy is acquiring growth but some of the business units are being considered to sell of 
liquidate completely.  
 
It would be interesting to learn about strategic-decision making failures. For example, if the 
strategic-decision making is done based on the underlying information and the process 
itself has been conducted in decent manner the strategy has not provided the anticipated and 
desired results. This kind of study could be performed on several different levels either 
within a specific company to measure for example why the employee commitment does not 
increase despite significant efforts or in wider context for example why several Finnish 
companies have failed to conduct business in Russia (Technopolis, Stockmann). 
 
It can be argued that the goal of strategic-decision making in broad context is to guide the 
company towards its goals and objectives in efficient manner. The process, impact and 
effectiveness of strategic-decision making could be researched when global economy and 
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business cycle is at growth stage versus a serious downturn and the economy globally is 
contracting. This kind of research in its extreme could show the difference when making 
strategic decision about survival and preserving the company against trying to grow and for 
example achieve bigger market share. Essentially it would highlight the difference making 
strategic decisions from positive basis in comparison to negative. 
 
Also, as mentioned in this research engaging in implementing business intelligence there 
are several variables to account for and the investment is often significant. It would be 
valuable to compare successful and unsuccessful implementation projects regarding 
business intelligence solutions as well as what has been the benefits achieved by engaging 
in business intelligence solution implementation project. This type of study could for 
example be utilized in different companies as a benchmark of what take into account when 
thinking of starting a business intelligence project. 
 
If possible the evolution of strategic decision-making for example for the past 50 years 
could reveal interesting results. For example, the move and eroding of the cognitive bias to 
more information and objective decision-making as well as how the influence of strong 
individuals has changed due to the increase in the available data, information and 
transparency.  
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APPENDIX 
 
General guideline and talking points for the interviews: 
 
• Management control systems 
o Explain the concept on MCS. Resource allocation, culture, how the 
company is run, 
o Are you able to recognize the mcs principles in the company or are you 
aware of this kind of system? And is the MCS set up in the way that it 
supports the company strategy 
o There are several levels of the company and it can be classified with several 
different methods.  
o As there are data and information available in several different levels of the 
company is the MCS system able to compile this data in reliable and usable 
form? i.e. does the management have sufficient data of what is happening in 
the company on high level at their disposal 
• Strategic decision-making 
o Strategic decision making procedure in the company? Do you know the 
procedure and are you able to do strategic decisions and if you are on what 
level? 
o Could you describe the overall process of sdm (stakeholders, practicalities) 
in the company from your personal point of view? Also, could you name the 
most important components of sdm? 
o Can you distinguish the drivers and influencers of strategic decision-making 
in the company? 
o Can you distinguish the factors impacting strategic-decision making?  
o Examples of bad SDM and reasoning for it, also well executed SDM? 
o How the SDM could be improved from its current form? 
• Objectives, goals 
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o Are the goals and objectives clearly communicated and defined in the 
company? 
o Generally, is the strategic decision-making driven by the goals and 
objectives defined by the company strategy? 
o Are the company strategy and objectives & goals aligned in your opinion? 
i.e. are the strategic decisions made with the objectives & goals as a 
background influencer. Any examples where the strategic decision has not 
been logical but it has been executed due to the guidelines set by objectives 
& goals?  
• Data sources 
o What sort of data or information are used to support strategic decision-
making in the company? (financial, customer, competition, markets, 
legislative) 
o Are you able to name and distinguish the internal and external (financial) 
data sources in the company? (market, erp, scm, crm) 
o Are there data warehouses established in the company? If yes, how is the 
data delivered to these warehouses and how it is extracted? 
o Are you able to recognize the need of information and data on tactical, 
operational and strategical level of the company? 
o If there are data requested from top management to support specific 
strategic-decision what are the main channels to gather the information and 
to deliver it further? And in what form the data/information is delivered? 
• Business intelligence 
o Are you able to define the term business intelligence? 
o Can you distinguish the difference of data and information? 
o (What business intelligence systems are in place and who are the people 
using them? 
o Is the information made available on adequate level in your opinion or 
should it be boosted and developed even further?  
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o What information is used and how is the information made available for top 
management? In what form the information is delivered? Examples? 
o Does the top management in your opinion recognize the value and potential 
of the information?  
o Impact and weight of the information to strategic decision making? 
o Can the impact of business intelligence be seen in the last line of income 
statement? i.e. can the investments made to business intelligence pay 
themselves back in a concrete way? Basically, is more detailed analysis, 
reduced uncertainty worth the significant investments? 
 
 
